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Summary 

Overview Fuller use of performance information in 
program, policy, and budget decisions at 
all organizational levels 

This fust report on Ageacywide pro- 
gram performaace Central Evaluation Has Been 

Reviews the Agency fix International De- 
velopment's (A.I.D.) ptogrtss in measur- 
ing program perfbnnance 

Summarizes Mission program objectives 
and strategies 

Describes the intended and (to the extent 
data are available) actual results of these 
PfoP"ns 
Analyzes why selected programs are suc- 
ceeding or failing 

Outlines the further steps that am be ig  
taken to strengthen performance monitor- 
ing and evaluation as'a tool f ir  results-ori- 
ented decision-making. 

Similar reports, prepared by the Center 
for Development lnfGm&ion ad Evaluation 
(CDIE) in A.I.D.3 Policy Directorate, will 
be submitted to Agency senior management 
on an annual basis. 

Progress in Monitoring 
and Evaluating Program 
Performance 

To manage Qr better development re- 
sults, managers n d  to know how their pm- 
grams are performing. Ib meet this need, 
A.1 .D.'s October 1990 Evaluation Initiative 
called for 

More rigorous and independent central 
evaluations 

New Agencywide capacities to monitor 
program performance 

Strengthened technical suppoft for moni- 
toring and evaluation throughout the 
m a c y  

Expanded and Strengthened 
Since -1990, CDIE has enhanced the 

analytical rigor of its central program evalu- 
ations, iacreased the number of such evalu- 
ations conducted, and addixl a new area of 
inquiry--the assessment of A.I. D. *s opera- 
tions aad management systems. We have 
also sought to ensure the usefulness of these 
evaluations to Agency management by devel- 
oping an annually updated Evaluation 
Agenda, by effectively disseminating evalu- 
ation findings, by clarifying each study's 
management implications, and by involving 
the key A.I.D. offices to ensure that appro- 
priate actions are implemented. 

Under the current Evaluation Agenda, 
CDIE plans to conduct 28 evaluations over 
the n&t 3 years. Data collection and analysis 
(and in some cases report writing) have b a n  
completed for three program evaluations and 
two operations and management assess- 
ments. Six additional studies are scheduled 
to be completed by the end of 1993. 

Comprehensive Program 
Performance Monitoring Has 
Been Initiated 

Through an activity known as PRISM 
(Program Perfibnance Infbrmation for Strate- 
gic Management), CDIE work closely with 
the operating bumus to support Agencywide 
efforts to maitor and report on program per- 
finnance and to use program performance 
idormation in decision-making. 

PRISM helps Missions articulate fo- 
cused strategic plans and establish com- 
sponding performance information systems 
that routinely monitor pmgrcss so that Mis- 
sion decision-makers can modify strategies 
and tactics accordingly. PRISM'S tracking of 



Agencywide program performance is being 
built on these operational-level systems, with 
performance data from each b-B ZZS Mh- 
sion entered imo an Agencywide database 
and used for annual reporting. CDIE is col- 
Jaborating with the Research and Develop- 
ment Bureau's Office of Women in 
Dtvelopment to ensure that gender consid- 
erations are integrated into performance 
monitoring plans. 

PRISM currently includes 55 Missions 
that are implementing program performance 
monitoring and reporting systems, repn- 
sentiag about 73 pcrcenrof eA.1.D. coon- 
tries and 77 percent of the bilateral resources 
for which PRISM is currently applicable. 
By the end of FY 1993, PRISM should en- 
compass all but a few of A.I.D.3 bilateral 
development programs. More systematic 
central office coverage will begin in FY 1993 
and should be completed by the end of FY 
1994. 

Challenges to Perf oxmance 
Management 

As PRISM has ewlwd, some of the 
most commonly encountered challenges to 
implementing performance management 
have included 

Constraints Missions face in modifying 
ongoing programs 

Conflicting demands and competing inter- 
ests that limit Mission incentives to plan 
and manage around kver  objectives 

Tbe absence of clearly defined Agency- 
wide priorities 

Variations in how Missions program re- 
sources and interpret programming guid- 
8nCe 

Externally imposed programming require- 
ments that conbund Mission efbrts to 
plan and manage more strategically 

From a broader perspective, more com- 
prehensive program performaace monitoring 
and strengthened evliuationr are essential 
tools, but will not by tbemsclves transform 
A.I.D. iato a results-oriented Agency. This 
requires a clearer delineation of priorities, 

and a continuing commitment by managers at 
all levels to "managing for results. " 

M 1992 Program 
Perf omance Findings 
Strategic Directions 

The 55 Missions included in this year's 
PRISM database provided information on 
185 strategic objectives. Through a series of 
workshops and technical meetings, CDIE 
grouped these 185 strategic objectives into 
"clusters? of very similar or closely related -. 
objectives. The purpose of defming these 
clusters was twofold: to identify commonali- 
ties among Mission objectives representing 
the main strategic directions of the Agency's 
program and to establish a framework for 
reviewing Agencyw ide program perform- 
ance. The 15 clusters identified for FY 1992 
are listed under 4 main themes: 

Economic Development 
Increasing production and productivity 

Increasing international trade 

Improving the policylenabling environ- 
ment 

Increasing economic participation 

Human Development 
Improving child survival and maternal 
health 
Reducing the incidence of AIDS and other 
selected diseases 

Improving health systems 

Improving family planning 

Improving basic education 

Environment and Natural Resources 
Management 

Improving natural resources management 

Reducing environmental degradation and 
damage 

Democracy and Governance 
Strengthening democratic representation 



Promoting lawful governance 

Encouraging democratic values 

detailed discussion of the characteristics of 
the 15 PRISM clusters and regional program 
variations within clusters is ~rovided in 

Supporting respect for human rights Chapter 2 and Appendix A. 

Program Priorities Program Perfonmuwe 
This year's review of Mission strategic Assessing program performance over 

objectives reveals the following broad pat- time involves making comparisons between 
terns in program priorities Agencywide: expected and actual results, while also taking 

Economic drprlopnunt is a predominant 
goal. All but 2 of the 55 reporting Mis- 
sions have I or more strategic objectives 
under this theme. - 
Hunuan development is a second priority. 
Nearly 70 percent of A.I.D.3 Missions 
report one or more strategic objectives 
within this theme. 

More than half of reporting Missions have 
edronmcntaU~unrl  nsourccs man- 
agement strategic objectives. 

About one in three Missions are pursuing 
&mocmcp and governance strategic ob- 
jectives. 

The number of Missions pursuing stra- 

into account preintervention trends, prevail- 
ing Agencywide targets, and resources in- 
vested. CDIE's analysis of performance for 
five cf the better documented program areas 
(international -trade, child survival and ma- 
ternal heal,&, family planning, basic educa- 
tion, and natural resources management) led 
to the following obsemtions: 

Intrrnctfional Tmdr. Across countries 
with international trade programs, Missions 
expect increases from 10 percent to 20 per- 
cent in the value of nontraditional exports 
during their planning periods. For all coun- 
tries where data were available for FY 1992, 
actual increases from baselines in nontradi- 
tional exports were below expected in- 
creases. 

tegic objectives in a cluster provides one CMId Suwfpal. Among the 16 country indication of the  cluster*^ importance pmgnms with child survivll strategic objec- 
A b e ~ i d e .  folloving 'Wt clUSafS tiYcS 4 haw *hied  Agency*s i n h t  
reP-nt objativa towad which the W @ t  m o a i ~  m a  of 75 i*t d d s  per 1 ,a)0 number of Missions are working: live births. The average expected annual re- 

Increasing production and productivity 
(28 Missions) 

Improving natural resources management 
(28 Missions) 

Improving fiunily planning (22 Missions) 

Improving the policy/enabling environ- 
ment (19 Missions) 

Increasing international trade (19 Mis- 
sions) 

Improving child survival/maternal health 
(16 Missions) 

Strengthening democratic representation 
(15 Missions) 

Promoting lawful governance (14 Mis- 
sions) 

mere were relatively k w  differences in 

duction in infant mortality-lor all reporting 
countries was 1.9 deaths per 1,000. 

Planning. More Missions (22) 
have family planning strategic objectives 
than any other type of human development 
objective. Baseline contraceptive prevalence 
rates (CPRs) vary significantly from 1 to 2 
percent in some African countries to as high 
as 55 percent in Latin America. Expected 
chaages in CPRs vary from 2 5  percent to 
1.6 percent annually. Three countries 
achieved higher CPRs than projected and 
others came very close to achieving their 
expected results. 

Basic Education. ~hirteen Missions 
have basic education strategic objectives. 
Five Missions expect increases in enrollment 
rates while others seek to maintain cumnt 
enrollment levels. Most Missions are making - 

program emphasis ac- regions. A more progress in achieving their objectives. 



NPtwrJ Ruources Management. There 
are h e r  common indicators b r  objectives 
in this cluster than for many other clusters. 
This year's review found that most Missions 
arc making significant progress toward 
achieving their long-term objectives and 
that, in some cases, they expect to achieve 
major changes, such as reductions in defor- 
estation rates. 

'This year's review bund that 

A.1.A has not drorlg delineated Agmq- 
lvide p m p m  prioritirs andperfomuann 
stan&ad nor ch@ed how such p h i -  
tirs and rtondonls should be brrlanced 
with Mission pdades .  While individual 
Missions make serious and substantial ef- 
forts to identify key country development 
constraints and to program accordingly, 
A.I.D. has provided very little guidance 
about how various Agencywide priorities 
should be balanced, about which objcc- 
tives can be effectively pursued under 
what circumstances, or about what level of 
results would signify success. 

mgma Costs IrlPly rvtdczy h nlatton to 
pmgnm bencpts. Because each country 
situation is different, similar objectives 
may cost more in some countries than in 
others. By comparing tbe magnitude of 
expected results with resources allocated 
to achieve them, A.I.D. cur assess where 
it is receiving the greatest return on invest- 
ments and can identify unusually high- 
and lowtost country programs for more 
indepth review. 

h g m n  perJomance monitodng can 
iden@ pmgrrrm successes and Jdlunr, 
but mom tndcpth evalwJIon and n- 
r e a d  & me&d to c w  iifip&dons 
f i r  /iJurrc p m p m m h g .  By describing 
and comparing broad patterns, treads, and 
discrepancies betwan actual and expected 
results over time, program performance 
monitoring can alert managers to tbe 
need for more in-depth examination of 
the reasons underlying diffierences in 
performance. 

Findings From Recent 
Evaluations 

A.I.D.'s investment in an increased ca- 
pacity to conduct Agency-level evaluations is 
beginning to pay off in terms of results that 
can guide strategic decision-making. A few 
of the key lessons of recently completed or 
nearly completed CDIE evaluations of pro- 
gram~ and management systems are sumrna- 
rized in the following paragraphs, with more 
detail provided in Chapter 3 of this report. 

Export and lnvestment Promotion 
SeNiccs. A. I. D. programs supporting provi- 
sion of export and investment services (e-g., 
market information and linkages with buy- 
ers) can be effective in fawrable policy envi- 
ronment., particularly with macroecoaomic 
stability and a realistic exchange rate. A.I.D. 
should consider assisting private service 
providers, not government institutions, and, 
as soon as the private sector develops the 
support service market, A.I.D. should phase 
out its support. 

Development Finance Institutions. 
Development finance institutions (DFIs) 
have contributed little to strengthening finan- 
cial markets in developing countries and are 
no substitute for sound financial market poli- 
cies. In most cases DFls have b a n  unsuc- 
cessful in reaching small- and medium-sized 
enterprises, in achieving sustainability, and 
in mobilizing domestic savings. In only a 
narrow array of circumstances should A .I. D. 
resources flow through DFls. 

Miementerprise Development. Pro- 
grams to assist microenterprises have aimed 
at firming new micmnterprises, expanding 
existing microentnprises, and transforming 
or graduating businesses out of the microen- 
terprise sector. Enterprise expansion through 
provision of credit at or abwe market interest 
rates provsd to be the most successful of the 
three approaches in reaching large numbers 
of beneficiaries at low cost, in generating 
jobs, and in achieving sustainability. Most 
microenterprise projects have provided 
women with income earning opportunities, 
especially urban commercial enterprises. 
Projects establishing new businesses have 
often needed excessively costly technical as- 



sistance. Programs aiming ta graduate busi- 
nesses out of the microemerprise sector have 
generally not been s u d  except in those 
few -~nstance~ where microenterprise lenders 
could link to established commercial sources 
of fiance. 

Social Nets. Most donor-as- 
sisted programs labeled as "social sakty 
nets" to cushion the poor from the hardships 
of economic structural adjustment have been 
poorly designed. Often the eR&s of adjust- 
ment on target populations are misunder- 
stood, and compensatory programs have 
disproportionately benefited groups other 
than those who most need social safety nets. 
This study was able to identify only a few 
examples of successful experiences, which 
were in the areas of severance payment 
schemes and public works programs. 

A.I.D. Economic Pdiq wnn Pm- 
gmms in @a. A.I.D. assistance to Afri- 
can countries in the late 1980s has had very 
positive short-term impacts. The removal of 
government controls on prices and markets, 
the elimination of public subsidies and indus- 
trial protection, and the elimination of mo- 
nopolies by state-owned enterprises have all 
had positive impacts on prices, competition, 
and efficiency. The experience also indi- 
cates that the type of A.I.D. assistance (e.g., 
cash transfers, commodities, Public Law 
[PL] 480) was far less important than the 
soundness of the policy reforms themselves 
and the host government's ability bD imple- 
ment them. 

ChUdSurrrtwl. A.I.D.'s child survival 
program has had considerable success in ex- 
panding the coverage of basic maternal and 
child health care services and in contributing 
to declines in infant and child mortality. 
However, the effectiveness of the specific 
child survival interventions ranging from im- 
munization programs and child spacing pro- 
grams (most often successful) to oral 
rehydration therapy (often ineffective) has 
varied considerably. A .I .D. programs 
should increase lheir attention on health sec- 
tor policy and on improving the financial 
sustainability of child survival programs. 

LC@ Sydenu helopmtnt .  Prelimi- 
nary findings ftom Latin America indicate 

that strong constituencies beyond the judicial 
system itself-other public or private sector 
entities--must desire legal reform if real im- 
provement is to take place. Furthermore, 
effective public and media vigilance is 
needed for jiadicial reform to have lasting 
results. Judicial reform seems to be a slow 
and incremental process, perhaps spanning a 
15 to 20 year time period, and comprehen- 
sive programs (incorporating police, courts, 
prisons, and sometimes the military) are 
more likely to succeed than programs limited 
to only a specific component of the judicial 
system. Fieldwork for this evaluation is un- 
der way. 

Environntcnt and Naturol Resources 
Managrnwnt. Preliminary results from a 
desk study indicate that there has been a 
tendency in many A.I.D. projects to deny, 
often erroneously, that trade-offs exist be- 
tween economic development and conserva- 
tion objectives. Project designs should 
realistically assess which groups are likely to 
benefit and which are likely to lose. The 
desk study found that compared with nongw - 
ernment organizations, which often have 
greater flexibility and commitment, govern- 
ments in developing countries are often less 
able to implement environmental projects ef- 
fectively. Active involvement of beneficiaries 
in design and implementation appears to be 
associated with more successful local level 
efforts. Substantial improvement in collec- 
tion of baseline and followup data on envi- 
ronmental impact is needed in most projects. 
Fieldwork for this evaluation has just begun. 

A. I. D. 's In-Countrg Presence. The 
chief advantages of A. I. D.*s in-country 
presence are (1) influence over program 
strategy and policy issues in dialogue 
with the recipient government and other 
donors and (2) program accountability 
for results. These advantages contribute 
to the effectiveness of U.S. assistance 
and can be best obtained through U.S. 
official staff on long-term overseas as- 
signment. The study suggests a number 
of opportunities to increase cost-effec- 
tiveness of A.I.D.3 in-country presence, 
while preserving its essential advantages. 

Performance Based Budgeting. 
A. I. D. 's current approach to allocating funds 



among countries is based on an analysis of 
hostcountry conditions that affect the likeli- 
hood that funds can be used effectively. This 
"climate for investment" criterion is not true 
performance based budgeting (PBB), be- 
cause it rests on conditions largely beyond 
A AD. *s influence and does not link resource 
allocations to A.I.D. program results. The 
study recommends using development poten- 
tial and need as basic criteria tbr country 
allocations, modified at the margin by ex- 
pected program performance. It also stresses 
using PBB principally to allocate funds 
withh-not among-ountries and basing 
PBB on the contribution of programs and 
projects to development objectives. To im- 
plement PBB effectively will also require 
changes in A.I.D.3 relationship with Con- 
gress, so that there is, b r  example, clear 
agreement on goals, greater flexibility for 
A.I.D. to allocate resources, and less con- 
gressional micromanagement. 

Further Steps in 
Strengthening Perform- 
ance Monitomg and 
Evaluation 

Effectively managing for resultr will re- 
quire a continuing commitment by A.I.D. 
managers at all levels to the principles of 
strategic management. Over this next year, 
we plan to enhance the value of program 
performance information by expanding pro- 
gram. coverage,. improving data quality, 
strengthening impact analysis, and impm- 
ing dissemination. We also intend to improve 
our ability to relate evaluation findings to 
programming decisions, link program and 
resource data, and expand coverage of pro- 
gram performance information. 



1. Improving A.I.D.'s Ability to 
Manage for Results 

The Agency h r  Intrmational Develop- 
ment (A.I.D.) currently assists more coun- 
tries at more varied levels of development in 
more diverse political and economic spheres 
than ever before. At the same time, A.I.D.3 
ability to'successfully manage these develop- 
ment programs is being ever more closely 
scrutinized. Recent hard-hitting reviews by 
the General Accounting Office (GAO), the 
Presidentially appointed Fenis Commission, 
and a joint A.I.D.lOffice of Management 
and Budget (OMB) SWAT team have identi- 
ficd a number of critical management prob- 
lems that they argue A.I.D. must overcome. 

For the past 2 yean, A.I.D. has under- 
taLen significant programming and manage- 
ment reforms aimed at becoming a more 
results-oriented Agency. It has begun focus- 
ing its programs, strengthened its evalu- 
ations, motod new program performance 
measurement systems, and cbaagcd staff in- 
centive and other personael policies, all with 
the intention of improving its ability bo maa- 
age f' results. 

This report, A.I.D.'s fust mual rssess- 
meat of program perbmmce, represents 
part of the Agency's management reform ef- 
fort; namely, to report more comprehen- 
sively and transparently on results, both 
successes and failures. 

Subsequent chapten describe and ma- 
lyze program performance. Chapter 2 de- 
scribes the objectives and strategies that 
Missions are pursuing, articulates the 
Agencywide priorities and themes that thee  
Mission objectives and strategies represent, 
and reviews expected and rcnrPl results in 
selected program areas. Chapter 3 summa- 
rizes major fiadings and management impli- 
cations of recent central evaluation studies. 
Chapter 4 outlines ongoing and planned ef- 
fwts designed to impwe our ability to as- 
sess program performance. 

This chapter summarizes the evaluation 
and performance monihoring initiatives of the 
last 2 years and discusses the challenges that 
lie ahead. A more detailed review is provided 
in a companion volume, "Strengthening Per- 
formance Monitoring and Evaluation in 
A. I.D. : A Progress Report. " 

The Evaluation Initiative 
In October 1990, A.I.D. announced a 

new initiative to "strengthen the role of 
evaluation" in providing better information 
for internal program and policy decisions and 
for external accountability. Under this initia- 
tive, the Center for Development Informa- 
tion and Evaluation (CDIE) of A .I. D. 's 
Policy Directorate was asked to 

Conduct mote rigorous and independent 
central evaluations of program results and 
operational system e&ctivcness 

Develop new Agencywide capacities to 
monitor program perfbnnance 

Strengthen technical leadership and sup- 
port for monitoring and evaluation 
throughout the Agency 

Make monitoring and evaluation informa- 
tion more widely available b r  program, 
policy, and budget decisions at all organ- 
izational levels 

Strengthening Central 
Evaluations 

Unlike project evaluations that focus 
primarily on implementation, CDIE central 
program evaluations focus on broad perform- 
ance issues to help guide the Agency's stra- 
tegic planning and programming decisions. 
More rigorous and independent central 
evaluations an therefore critical to improv- 



ing A.I.D.3 ability to learn from experience 
and to better target resoums toward signifi- 
cant development results. Under the Evalu- 
ation Initiative, CDIE has enhanced the 
analytical rigor of central program evalu- 
ations, increased the number of evaluations 
conduba, and added a new area of in- 
quiryrLe assessment of selected A.I.D. op- 
erations and management systems. 

Central to ensuring the relevance of 
these evaluations to key decision-makers has 
been CDIE's Evaluation Studies Agenda, a 
description and schedule of 28 central evalu- 
ation. studies to be  coadu-th.mext-3. 
years. The Agenda is updated annually and 
seeks to be responsive to the issues that 
senior managers and pmgram planners alike 
see as most important. 

The Impact of Central Evaluations 
on Performance Management 

Producing a steady stream of =levant 
and rigorous central evaluation fmdings will 
be a waste ~f scam resources unless the 
results are actually used to set priorities and 
make decisions. The effective use of evalu- 
ation findings is promoted in several ways: 

g( ensuring stakeholikr involvement. In- 
volving key stakeholden, both within and 
outside of A. I.D.. in reviewing tvaluation 
concept papers, designs, and &aft reports 
helps ensure that evaluations address the 
most relevant questions, and do so fruly, 
and that t b m  is a ready audience waiting 
for each study's results. To ensun inde- 
pendence and objectivity, however, stake- 
holders are not expected to clear or 
approve any aspect of CDIE's work. 

T%mugh mom flective dir~emhiion of 
jbdhgs. CDIE has revamped its dissemi- 
aation practices in the past year to better 
communicate evaluation m u l a  to target 
audiences. Key publications are the 
broadly disseminated Program and Opera- 
tions Assessment Reports, which synthe- 
size evaluation findings for an entire 
evaluation series, and the eight-page 
Evaluation Highlights and the two-page 
Bulletin br Senior Managers, which sum- 
marize the most important evaluation find- 
ings and their implicationr for 

management. Oral briefings are also given 
to communicate important findings to key 
internal and external audiences. 

Through mom effcdive collaborrzhrrzhon. 
The impact of evaluation findings should 
be measured, in large part, by changes in 
A.I.D. policies, programs, and resource 
allocations. Under recently established 
procedures, senior operating bureau man- 
agement critically reviews the findings of 
cemral evaluations for their implications 
h r  the design, implementation, and con- 
tinuation of planned and ongoing projec~, 
as well as for the viability of operating 
policies and practices. Central evaluations 
of A.I.D. support for export and invest- 
ment promotion services projects and of 
A.I.D.'s in-country presence led to the 
initiation of such reviews in early FY 
1993. 

Strengthening Program 
Performance Monitoring 

An Agencywide program performance 
information system (PRISM), under devel- 
opment since 1991, seeks to enhance 
A.I.D.3 ability to clarify program objec- 
tives, measure performance, and apply per- 
formance information in decision-making at 
all organizational levels. It is a system both 
for A.I.D.'s senior managers in Washington 
and for operational managers in the field. 
PRISM has been built on earlier effiorts to 
monitor program pe&rmance, particularly 
the pioneering work undertaken by the Af- 
rica Bureau after the establishment of the 
Development Fund fir Africa in 1987. 

PRISM'S first-line application is to help 
Missions articulate focused strategic plans 
and establish corresponding performance in- 
formation systems that routinely monitor 
program progress (see box). The central 
PRISM information system is built on these 
operational-level systems, with performance 
data from each Mission entered into the 
Agencywide database and used for annual 
program performance reporting. 

PRISM curreatly includes 55 Missions 
that are implementing strategic planning and 
program performance monitoring and report- 



ing systems. They represent about 73 percent 
of the A.I.D. recipient countries and 77 per- 
cent of the bilateral resources for which 
PRlSM is currently applicable. PRISM cov- 
erage will be expanded during FY 1993 to 
the rest of A.I.D. 's bilateral development 
programs, with the exception of a few very 
small country programs, programs in Israel, 
and in some other countries wbere A.I.D. 
does not have a resident Mission. 

The 55 Missions currently included in 
PRISM are at different levels in implement- 
ing their program strategies and performance 
information plans (see Table 1.1). The levels 
are defined as follows: 

h e 1  1: Mission has strategic objectives 
and program outcomes, most or dl of which 
meet Agency (PRISM) standards (or predate 
Agency standards in the case of Asia). 

&el 2: Mission has measurable indica- 
tors that meet standards for most or all of its 
strategic objectives and program outcomes. 

Level 3: Mission has set targets for a- 
pected results and gathered relevant baseline 
data for all of its strategic objectives and 
program outcomes and has identified likely 
sources for performance data. 

Level 4: Mission's ;~mnual progrm per- 
formance reports provide data on actual re- 
sults for most or all of its strategic objectives 
and program outcomes. 

-1 5: Mission 'is systematically using 
program perfbrmance information fbr strate- 
gic management. 

Whereas early PRISM implementation 
focused on strategic planning and on articu- 
lating objectives and indicators, emphasis 
shifted during FY 1992 to refining indicators 
and targets, identifjring data sources, and 
reviewing performance. In FY 1993, the fo- 
cus will be incnasingly on implementing 
more systematic p~ocedum fix obtaining, 
using, managing, and reporting program per- 
formance information. 

PRISM will also encompass activities 
managed by centra,! and regional offices in 
Washington. Work has rlnady begun in a 
number of central o.ffices, and more system- 
atic coverage will begin in FY 1993, so that 
all central and regional programs ate in- 

Key PRISM Concepts 
The PRISM effbn has involved introduc- 
ing new concepts and terms into the 
Agency's program planning and manage- 
ment practice: 

A stnrtegic objective is an objective 
that is developmentally significant, but 
within a Mission's manageable interest 
to achieve within a 5 to 8 year time 
frame. It expresses a Mission's inten- 
tion to materially affect or significantly 
contribute to one or more priority de- 
velopment needs in a country and to 
focus appropriate resources toward ac- 
complishing that result. 

A progrrrm outcome represents what a 
Mission's program is doing to achieve 
a strategic objective within a 2 to 5 year 
time frame. It expresses the nearer 
hem accomplishments of the set of pro- 
gram activities that make up a Mis- 
sion's strategy for attaining each 
objective. 

An irdhfor is a measure to track pro- 
gress toward achieving program out- 
comes or strategic objectives. It also 
serves to define the magnitude of the 
result a Mission is trying to achieve. 

cluded by the end of FY 1994. CDIE is also 
collaborating closely with the Research and 
Development Bureau's Women in Develop- 
ment office and its regional officers to ensure 
that gender issues are integrated into the 
strategic planning and performance monitor- 
ing process. 

Despite this progress, substantial work 
remains. A recent review of Mission objec- 
tives and indicators indicated that 

Some Mission strategies still lack logical 
consistency, and planned activities (and 
program outcomes) appear insufficient or 
inappropriate for achieving stated objec- 
tives. Often these Missions have identified 
very high-level strategic objectives, and 
program outcomes include a range of 
loosely related activitks that do not form 
a cohesive strategy for achieving those 
objectives. 



Table 1.1 Progress in Implementing PRISM Systems 
(through June 1992) 

Missions 
Region Covered Level Level Level Level Level 

1 2 3 4 5 

Atiiu 20 4(20%) 12(60%) 2(10%) O(O%) 2 (10%) 

Adr 10 9 (90%) O(O%) I (10%) O(O%) 0 (0%) 

Nar East 6 3 (SO%) 2(33%) 1(17%) O(O%) 0 (0%) 
LAC 19 O ( 0 1 )  10(53%) l ( 5 1 )  5 (26%) 3 (16%) 

Tocrl 55 16 (29 %) 24 (44%) - 5 (9 % ) 5 (9 %) 5 (9%) 

Some strategic objectives still represent 
labels for categories of diverse activities, 
rather than results From a focused strategy. 
Such composite objectives are often pre- 
sented with a list of disparate indicatow, 
making perfbrmance assessment difficult, 
since different indicators may simultane- 
ously move in different directions. 

Some perfbrmance indicators have limited 
validity for measuring the outcome 
sought. Relatively fiw indicators, for ex- 
ample, disaggregate program performance 
by gender, ethnicity, or geographic region, 
even when activities are clearly focused 
on particular target populations. 

These difficulties illustrate the chal- 
lenge Missions face in modifying ongoing 
programs to k w  on h e r  objectives, in 
determining what is within their manageable 
interest, in concentrating resources on essen- 
tial activities for achieving objectives, and in 
developing appropriate performance infix- 
mation systems. 

PRISM'S Impact on Performance 
Management 

A substantial number of Missions ap- 
pear to be applying a more results-oriented 
approach to programming decisions. For 
example 

'henty-bur Missions significantly modi- 
fied their strategic plans, clarifying, add- 
ing, or dropping objectives. 

Eight Missions substantially redesigned 
activities to enhance their contribution to 
strategic objectives. 

Eighteen Missions decided to phase out 
activities that were not sufficiently rele- 
vant to objectives. 

Ten Missions justified new activities that 
were specifically needed to achieve suate- 
gic objectives. 

Strengthening Project 
Monitoring and Evaluation 

In addition to strengthening program 
monitoring and evaluation, the Evaluation 
Initiative also mandated stronger leadership, 
coordination, guidance, and technical sup- 
port for A.I.D.'s project monitoring and 
evaluation activities. 

A May 1992 review of 286 Mission 
evaluations conducted in FY 1989 and 1930 
found that 

Tbe vast majority (87 percent) of Mission 
evaluations were snapshots that looked at 
perbrmance at only a single point in time. 

Most Mission evaluations relied on expert 
judgment, rather than on more rigorous 
evaluation designs. 

Only a small fraction of the evaluations 
included specialists with formal evaluation 
skills. 



Only about one-third of the evaluations 
examined the relationship between a pro- 
ject and existing Mission objectives. 

While 93 percent of the evaluations con- 
cluded that projects were 'bsucceeding," 
only 40 psrcent assessed achievement at 
the level of project purpose and impact, 
and only 43 percent addressed sustainabil- 
ity issues. 

While the evaluations addressed many is- 
sues of immediate and practical concern to 
Missiad managers, they provided little ba- 
sis for assessing. project performance -. 
Agencyw ide. 

Improvement in project monitoring and 
evaluation will require- several measures. 
New evaluation guidance is under prepara- 
tion to clarify the role of formative or interim 
project evaluations as well as that of project 
and activity completion reports. CDIE is also 
planning 'to expand monitoring and evalu- 
ation guidance and training and more fully 
instill monitoring and evaluation informa- 
tion in Agency decision-making. 

Challenges to Imple- 
menting Performance 
Management 

While improved strategic planning, pro- 
gram performance monitoring, and evalu- 
ations are essential tools, they will not alone 
transform A.I.D. into a results-oriented 
Agency. This requires broader changes in 
A.1.D.k organization and culture, a clearer 
delineation of priorities, and a continuing 
commitment by managers at all levels to the 
principles of strategic management. 

Performance management requires 

A clear vision of what A.I.D. can occom- 
plish 

Coherent strategies for achieving these 
objectives 

Relevant indicators fix measuring progress 

The willingness to use this performance 
information in decision-making 

Most important, it requires the manage- 
ment authority and discipline to make pro- 
gramming decisions and allocate funds and 
resources toward priority objectives based on 
performaace. 

What Complicates A.I.D.'s Ability 
to Manage Strategically? 

Even ia the best of circumstances, 
A.I.D.'s pursuit of varied development ob- 
jectives in diverse country settings makes 
"managing fix results" difficult. However, 
A.1 .D.*s way of doing business and the envi- 
ronment of extemal.wersight and micrornan- 
agement in which this business must be 
conducted exacerbate the problem and im- 
pede change. Until these underlying issues 
are addressed, A.I.D.*s ability to apply 
performance management principles will 
remain limited. 

This year's miew of Agencywide stra- 
tegic plans and prognun performance indica- 
tors suggests that many Mission objectives 
remain too ambitious, strategies remain un- 
clear, and portfolios remain dispersed. This 
reflects not only the immaturity of A.I.D.5 
cumnt strategic planning e$%rts, but also 
continuing organizational and institutional 
obstacles to better management. The most 
common problems encountered in imple- 
menting PRISM over the past year include 

Conshrdnts M i s s h s  fbcc in m m g  
ongohgpmglllll~. Missions usually enter 
the strategic planning process with an on- 
going program embodying commitments 
to counterparts and other donors that can- 
not al- be easily amended. While 
Missions should be upacted to modify or 
terminate programs and projects that fail 
to achieve results, their responsibilities 
are less clear when programs and projects 
are performing adequately but no longer 
fit Mission, bureau, or Agency priorities. 
This does not mean Missions can modify 
their programs only by changing new ac- 
tivities at the margin, but it docs recognize 
that country strategies cannot always be 
transformed quickly. Missions need to 
plan carefully how their programs will 
evolve in the face of changing priorities, 
assessing the pros and cans of continuing, 
modifying, or terminating ongoing activities 



that are no longer relevant to Mission be accomplished. As a result, arbitrary 
objectives. limits on the number of Mission objectives 

have often led to an artificial broadening 
CoqjTiciing &man& and competirrg in- of objectives and, consequently, poorly 
tens& that limit Mission incentives to integrated strategies. Some Missions have 
ficus on j b e r  objectives. H Historical com- creatively devised strategic objective "la- 
mianents aside, Missions still lack incen- bels" to capture all ongoing activities. . 
tives to systematically restructure their 
portfolios -around a l ~ i t e d  number of ob- 
jectives. A.I.D. has generally linked indi- 
vidual career success and advancement to 
success in designing projects, expanding 
programs, and obligating funds. A.I.D. 
managers find h v  incentives to focus 
their programs or eliminate activities. 

On the other hand, Missions do perceive 
benefits to supporting many different ac- 
tivities. By maintaining a diverse portfo- 
lio, Missions are better able to use 
earmarked resources and end-of-year 
Funding. Many Missions also believe that 
maintaining a diverse pordolio better en- 
ables them to respond to unanticipated 
opportunities and to contribute mom to 
development. This has led Missions to 
resist tightly focused strategic objectives 
that could limit future programming op- 
tions and to seek ways to justiv existing 
activities under new strategic objective 
labels. 

TICe absence of clear& &&ed Agencg.. 
wtdc priodes. A.I.D. has not clearly or 
consistently defied Agencywide priori- 
ties nor c!arifrtd bm priorities should be 
rdlected in Mission or bureau objectives. 

M a i o n s  in how Mloslons prognrm m- 
sources and Inlerpmt pmgrrnnring gu& 
once. A.I.D. pursues a bottom-up 
approach to programming in which each 
Mission articulates development objec- 
tives and strategies to best address coun- 
try-development problems. However, 
given widely varying programming ap- 
proaches and review procedures across 
bureaus and limited Agencywide guidance 
and coordination, it is not surprising that 
the character and soundness of Mission 
objectives and strategies also vary. For 
example, while A.I.D. has instructed Mis- 
sions to focus their programs on fewer, but 
more significant objectives, it has not 
clarified what this means or how it should 

Procedures and requirements for formu- 
lating strategic plans also vary across the 
Agency. Some bureaus lack explicit proce- 
dures or criteria for selecting objectives or 
ensuring that they are clearly delineated 
and achievable. Each bureau has very dif- 
ferent planning -documents, reporting cy- 
cles, review procedures, and standards, 
making it difficult to compare programs 
across countries. And, two new units for 
the Newly Independent States and Eastern 
Europe have not yet decided how they will 
monitor program performance. 

Externallg, imposed pmgrrunming re- 
quinmenfs that coMound Mission Marts 
to plmr and manage mom stn~egr*colly. 
External earmarks, central bureau activi- 
ties, regional programs, and other exter- 
nally imposed programs or requirements 
can account for a substantial portion of 
A.I.D.'s assistance to a country, but may 
be outside of Mission control and Mission 
objectives. These requirements weaken 
Musion strategic planning baause they are 
not always consistent with the Mission's or 
the couaay's development priorities nor 
A.I.D.'s comparative advantage, and they 
may conflict with other Mission objectives. 

Despite these complications, the bu- 
reaus and Missions have made progress to- 
ward implementing performance 
management. Over the next year, Missions 
will continue b0 refine their strategic plans, 
monitor perfbrmance indicators, and use per- 
formance information in programming. 
CDIE will also complete ongoing evaluation 
studies and work to infuse monitoring and 
evaluation information more fully into 
Agency decision-making, CDIE's compan- 
ion report, "Strengthening Performance 
Monitoring and Evaluation in A.I.D.: A Pro- 
gress Report," outlines specific actions 
planned to support these activities. The 
analysis of A.I.D.3 program performance 
that follows is based on the progress to date. 



2. Assessing Program Performance 

This chapter describes the Agency for 
International Development's (A.I.D.) devel- 
opment objectives from the perspective of 
field Missions, examines how Missions are 
pursuing these objectives, and reviews ex- 
pected and actual development results in se- 
lected program areas. This description and 
analysis of A.i.D.3 bilateral assistancepom 
folio is based on information from the 
Agency's program performance information 
(PRISM) system, which contains Mission 
strategic plans, performance indicators. and 
budget infixmation. Grouping the objectives 
that Missiom themselves have identified into 
clusters of similar objectives under a few 
broad themes provides an empirically 
grounded and results-oriented framework for 
describing A.I.D.3 programs and identify- 
ing Agencywide priorities. 

This year's PRISM overview of Mission 
objectives is based on wide, but still partial, 
coverage of the portfolio. It includes infor- 
mation from 55 Missions in the Asia, Africa, 
Latin America and the Caribbean (LAC), 
and Near East (NE) regions that brmulated 
and submitted strategic plans and objectives 
in FY 1992. PRISM coverage this year does 
not include the Newly Independent States 
(NIS), Eastern European countries, nor cen- 
trally funded activities. The 55 Missions in- 
cluded in PRISM this year represent 73 
percent of A.I.D. country programs and 77 
percent of the bilateral rpoutces to which 
PRISM currently applies. 

A.I.D.'s approach to development assis- 
tance places primary responsibility for se- 
lecting strategic objectives and defining 
program strategies with Missions, subject to 
A .I.D./Washington review and policy guid- 
ance. This is intended to give Missions the 
maximum flexibility to tailor development 
assistance programs to tke special circum- 
stances and needs of individual countries. 
PRISM reflects this decentralized program- 
ming by being essentially a pttom-up man- 
agement information system. 

Through this system, 55 Missions iden- 
tified approximately 185 strategic objectives 
representing their priority programming ar- 
eas. For analyzing and reporting on what 
A.I.D. is doing, PRISM clustered these 185 
strategic objectives into 15 categories of 
similar or related objectives and further 
grouped these clusters under 4 broad themes. 
PRISM defined clusters and themes through 
a series of Agencywide workshops and nu- 
merous syaller, technical working-group 
meetings. 

The 4 themes and 15 clusters in the 
current PRISM framework arc 

Economic Development 
Increasing production and productivity 
Increasing international trade 

* Improving the policylenabling environ- 
ment 

'see companion volume. ''Strengthening Performance Monitoring and Evaluation in A.I.D.: 
A Progress Report," February 1993, for a full discussion of PRISM reporting coverage. 

*PRISM can also be a tool to facilitate better topdown management by enabling senior 
managers to check for consistency of actual objectives and program strategies against desired 
priorities and mandates. 

'~efinitiom for each of the 15 clusters can be found in Appendix A. Categorization of 
Missions' strategic objectives into the clusters is provided in Appendix B. 



Increasing economic participation 

Human Development 
Improving child survival and maternal 
health 
Reducing the incidence of AIDS and other 
selected diseases 

lmproving health systems 
Improving family planning 
Improving basic education 

Environnretrt R n d N a e .  - 
Resources Management 

Improving natural resources managemens 
Reducing environmental degradation and 
damage 

Democracy and Governance 
Strengthening democratic repmentation 
Promoting lawful governance 
Encouraging democratic values 
Supporting respect for human rights 

Some of the current PRISM clusters are 
characterized by a small number of similar 
performance indicators that already provide 
a good basis for Agencywide summaries and 
comparisons. Other clusters, however, art 
characterized by more diverse indicators, 
making comparisons and summaries more 
difficult. A more detailed discussion of the 

specific objectives and strategies encom- 
passed by each of these clusters is provided 
in Appendix A. 

Program Priorities 
Mission Priorities by Theme 

A review of major program themes, 
based on Mission strategic objectives re- 
ported through PRISM, indicates that 

Economic development is a predominant 
goal. All but two Missions have one or 
more strategic objectives under this 
theme, and these objectives account for 46 
percent of Mission objectives (see Table 
2.1). 

Human development represents a second 
priority. Nearly 70 percent of the 55 Mis- 
sions report 1 or more strategic objectives 
within this theme, representing about 27 
percent of Mission objectives. 
More than half of the Missions have envi- 
ronmental and natural resources manage- 
ment strategic objectives, representing 
about 16 percent of Mission objectives. 

Only about 1 in 3 of the 55 Missions are 
pursuing democracy and governance stra- 
tegic objectives, representing about 1 1 
percent of Mission objectives. 

?he importance of the economic and 
human development themes is further em- 
phasized by the fact that Missions frequently 

Table 21 Numbers of Missions and 
Strategic Objectives by Theme 

I Themes A4issionsa Strategic objectivesD 

emriromneatlnraml moufcer - 29 (53%) 30 (16%) 

- = Y d w W - -  19 (35%) 20 (1 1 %) 

 umber of Mirdonr with rtntogic objsctivea for each theme (and u a percentage of 4 5 5  Mirriom). 
b~umbw cf -gic objective# per &as (ud pca distribution of rbrtegic &jdvea  among themem). 



Table 22 Strategic Objectives by Theme and Region 
(Number of Objectives and Percentage) 

Theme Africa Asia LAC NE 
Economic dmlopmcat 32 (S2%) 16 (46%) 27 (38%) 10 (55%) 
H u m  ddapment 23 (38%) 7 (20%) 15 (21 %) S (28%) 

E a v b o m n d ~  rrsoutces 6 (10%) 7 @ O w  14 (20%) 3 (17%) 

have more than one objective in these the- 
matic areas, whereas for democracy or envi- 
ronmental strategic objectives, Missions 
usually have only one objective for each. 

An analysis of the distribution of Mis- 
sion budgets against strategic objectives, 
based on partial FY 1993 data, suggests that 
the largest portion of Mission resources are 
directed at economic development objectives 
compared to objectives in the human devel- 
opment, democracy, or environment ateas. 
FY 1995 Annual Budget Submissions (ABS) 
(submitted this summer) will include more 
comprehensive and detailed data on Mission 
and office resource allocations against strate- 
gic objectives and program outcomes. This 
will enable better tracking of funding against 
clusters and themes and permit more detailed 
analysis in future reports. 

A review of Mission objectives by re- 
gion reveals more similarities than differ- 
ences in thematic priorities. Africa, Asia, 
LAC, and NE all have far more economic 
development objectives than objectives un- 
der any other theme. Indeed, economic de- 
velopment accounts for at least three out of 
eight objectives in every region and repre- 
sents more than half of all strategic objec- 
tives in the NE and Africa regioas. The 
human development theme accounts fbr at 
least onefifth of the strategic objectives in 
all fbur regions, receiving the greatest em- 
phasis in Africa, where 38 penent of all 
strategic objectives are tibcused on human 
development concerns. The proportion of 
Mission objectives falling under the environ- 
mental theme ranges from 10 percent h r  
Africa to 20 percent tbt Asia and LAC. The 

democracy theme shows the greatest regional 
variation, ranging from no Mission democ- 
racy strategic objectives in Africa and the NE 
to 15 Mission objectives in LAC (see Table 
2.2). 

Mission Priorities 
by Cluster 

The 15 clusters under the 4 PRISM 
themes more fmely categorize Mission ob- 
jectives. The number of Missions pursuing 
objectives in a cluster provides one indica- 
tion of the cluster's importance Agencywide 
(see figure on page 10, and Appendix C). 

The fillowing eight clusters represent 
the program areas in which the most Mis- 
sions are working: 

Increasing production/productivity (28 
Missions) 

Improving natural resources management 
(28 Missions) 

Improving family planning (22 Missions) 

Improving the policy/enabling environ- 
ment (19 Missions) 
Increasing international trade (19 
Missions) 

Improving child survival/maternal health 
(16 Missions) 
Strengthening democratic representation 
(IS Missions) 

Promoting lawful governance (14 Missions) 
Given the theme's overall prominence, it 

is not surprising that three of the four eco- 
nomic development clusters make the list. Of 



Missions by Cluster 
Increasing production/productivity 

Increasing international trade 
Improving policylenabling environment 

Increasing economic participation 
Improving child sunrival and maternal health 

leducing incidence of AIDSIother selected d i e s  
Improving h e m  systerm 
Improving family planning 

Improving basic education 
Strengthening democratic representation 

Supporting resped for human rights 
Promating hwful governance 

Encouraging democratic values 
Improving natural resources management 

Reducing environmental degradation and damage 
Other objectives 

0 5 10 15 20 25 X 
Number of Missions 

Nota: F i - f i v e  Missions have rsported strate~ic objectives through PRISM. 

these, increasing production and productiv- 
ity, which captures activities in both the ag- 
ricultural and nonagricultural sectors, is the 
cluster with, by far, the most activity, with 
28 Missions cumntly working in this area. 
Impming the policy environment ties with 
increasing international trade as the fourth 
most frequently cited strategic objective, 
with 19 Missions reporting policy and trade 
objectives. 

Twenty-two Missions report improving 
family planning as an objective and improv- 
ing child survival is a strategic objective fbr 
1 6 Missions. 

Improving natural resources manage- 
ment encompasses objectives in 28 Missions 
(the same number of Missions reporting an 
objective in the increased production and 
productivity cluster). Reducing environ- 
mental degradation, on the other hand, was 
cited as an objective by seven Missions. 

Fourteen Missions pursue objectives 
linked to promoting lawful governance. 

Similarly, 15 Missions reporhad objectives 
related to strengthening democratic repre- 
sentation. However, these two clusters to- 
gether involve a total of only 17 different 
Missions, since many strategic objectives 
were broad labels covering programs in both 
areas (and were counted once under each 
cluster). 

Key Program 
Performance Questions 

Any useful assessment of program ptr- 
formance requires comparisons--between 
expected and actual results and in relation to 
pnintervention trends, Agencywide targets, 
resources invested, and so on. Such compari- 
sons can also be made at diffkrent levels: for 
a single objective in a country, across all 
objectives in a country, or for a cluster of 
objectives Agencyw ide. Answering each of 
the program perhmance questions outlined 
below requires different data and different 
comparisons. 



How an progmms p e ~ r m i n g  in a par- and the country-specific character of the de- 
ticrrlar country? velopment problem, may be completely inap- 

propriate in another country. Yet, such 
'Ihis aaalysis is to standards could provide a basis for gauging Missions in m a n ~ i n g  their pmgrPmJ and pmgrru and for disengaging once bureaus in reviewing them. It would include have ban met. If punued, such adpa 

Comparisons of actual and expected re- 
sults for each Mission program 

Comparisons of actual and expected re- 
sults across all of a Mission's programs 
(either in absolute or percentage-achieve- 
ment terms) 

Comparisons of -actad -and .expteted- re- -- 
suits against trends prior to A.I.D. support 
in each country 
How an similar pmgmms pcrJbnning - - 

across countries? 
This analysis is primarily relevant to 

bureau and Agency senior managers for iden- 
tifyiig particularly successful or problematic 
performers in each program area, assessing 
the strategies that work best and most wst- 
effectively, aggregating perhrmance across 
countries, and comparing performance 
across program areas. It would include 

Comparisons of actual and expected re- 
sults across countries (either through wm- 
mon indicators or in percentage- 
achievement terms) 

Comparisons of actual and expected re- 
sults against resources invested across 
countries 

Comparisons of actual and expected re- 
sults across countries against regional or 
worldwide trends 

How arc parnmc&r pmgnuns perjbnn- 
ing in mlananon to Agcncywide priorities, pro- 
gramming criteria, or performance 
standanis? 

This analysis is primarily relevoat to 
bureau and Agency senior managers in deter- 
mining under what circumstances various 
programs should be pursued and when those 
programs can be judged fully successful and 
completed. Hmever, the broader question of 
whether A.I.D. should adopt Agencywide 
pefirrmace standards is not easily resolved. 
An appropriate standard b r  one country, 
given the magnitude of assistance resources 

would likely include- 

* Comparisons of actual and expected re- 
sults against regional or Agencywide tar- 
gets and standards 

Comparisons of actual and expected re- 
sults against country needs and other pro- 
gramming- criteria 

8 'Comparisons of costs and benefits across 
countries and programs 

Selected Program Results 
The promise offered by a program per- 

formance information system is that as Mis- 
sions and offices begin more fully reporting 
performance data, the Agency's ability to 
answer key performance questions will be- 
come increasingly systematic and compre- 
hensive. In future reports CDIE plans to 
compare expected results with actual results, 
identify potential problems, and analyze 
A.I.D.3 use of financial and human re- 
sources in relation to the objectives being 
pursued and the results achieved. 

Since coverage of the Agency's portfolio 
is not yet complete, and since some program 
areas have more comparable and reliable 
measures of performance than others, for 
this fmt report CDIE has selected five better 
documented program areas to illustrate 
PRISM'S potential as an analytical tool: 

International trade 

Child survival and maternal health 

Family planning 

Basic education 

8 Natural resources management 
Some of these clusters represent areas in 

which A.I.D. has worked for some time and 
for which clearly articulated objectives, 
common performance indicators, and data 
were reported b r  FY 1992. Others represent 
fairly new areas of activity for A.I.D. The 



discussion of findings for each cluster is 
illustrated in tables included in Appendix D. 
As Missions progress in their development of 
program perfbrmance infbrmation systems, 
similar analyses can be undertaken fbr other 
clusters. 

Economic Development 

International Trade 
Eleven of the 19 Missions that identified 

strategic objectives in international trade re- 
ported data on baselines and expected per- 
formance. Program performance information 
provided thus far reveals the following: 

The most common performance indicator 
reported for this cluster was the magnitude 
of nontraditional exports (see Table D- 1 in 
Appendix D). While the expected average 
annual increase for a11 Missions reporting 
on this indicator is 13.0 percent (exclud- 
ing Ghana which has a very high expected 
result), the results expected by individual 
Missions varied substantially. 

A comparison of actual results, where 
available, with expccaed results revealed 
that actual increases in nontraditional ex- 
ports from baselines to 1991 were below 
projected increases. In some countries, 
however, actual results wen only slightly 
lower than expectations (see Table D-6 in 
Appendix D). 

The above observations are based on 
data fbr only one peffbrmance indicator; 
Missions customarily employ more than one 
key indicator to measure perfbrmance of a 
given strategic objective. Other Mission in- 
dicators of pertbrrnance in this cluster in- 
clude value of foreign investment and value 
of foreign exchange earnings. Likewise, 
countries will difkr widely in the extent of 
change that can be leveraged through U.S. 
assistance nsources. Chapter 3 describes "\e 
frndings of a related series of evaluations of 
A.1.D.-supported programs in export and in- 
vestment promotion services. 

4 

Human Development 

Improving Child Survival and 
Maternal Health 

Child survival has been an important 
focus for A.I.D.'s health programs since 
1985. Sixteen of the Missions encompassed 
by PRISM had 'strategic objectives specifi- 
cally hcused on improved child survival and 
maternal heaitb or had child survival pro- 
gram outcomes contributing to a broader 
health objective. Missions with child sur- 
vival objectives . defiaed their. expected re- 
sults most commonly in terms of changes in 
the infant mortality rate (IMR) and u,sed the 
IMR as a key performance indicator. Fewer 
Missions reported on indicators of maternal 
health because the data are not as easily 
available. Changes in IMRs are, however, 
relatively slow moving, so indicators such as 
oral rehydration therapy ( O m  or immuniza- 
tion coverage, are often used to assess more 
immediate Mission progress in improving 
chiid survival. 

In 1985, A.I.D.'s Child Survival Pro- 
gram set a target of reducing IMRs to 75 
deaths per 1,000 live births in 22 emphasis 
countries. By 1991 average Want mortality 
had declined from 97 to 87 in these emphasis 
countries and to 85 in all developing coun- 
tries (excluding China). 

A review of program performance infor- 
mation reported by Missions with child sur- 
vival objectives reveals the bllowing: 

Of the 16 Missions reporting child sur- 
vival objectives, 13 are emphasis coun- 
tries. Of the 22 emphasis countries in the 
PRISM database. 4 do not have child sur- 
vival objectives or program outcomes. 

Baseline data show that several countries 
with child survival strategic objectives 
(three LAC countries and Egypt) had al- 
ready achieved IMRs of 75 or fewer deaths 
per 1,000 live births (see Table D-2 in 
Appendix D), This contrasts with other 

IMR is defrned as the annual number of deaths of infants under age one per 1,000 live births. 



Missions where baselines were far higher Because A.I.D. has supported the col- 
than Agencywide targets. lection of data on contrace~tive ~rwalence 

The average expected annual reduction in 
infant mortality for all reporting countries 
was 1.9 deaths per 1,000 live births; fbr 
both Africa and LAC Missions the average 
was 2.1. By the end of its strategic plan- 
ning period, for exam~le. Peru expected to 

rates (CPR)' and fertility hrouih national 
surveys for more than two decades, most 
Missions have recent baseline data and a 
well-informed basis for estimating expected 
increases in CPR and changes in fertility. A 
review finds the following: 

acdive the ~ ~ e n e ) ; s  infant mortality Baseline CPRs (all methods) vary signifi- 
target. cantly from 1 to 2 percent in some African 

Missions working to reduce infant mortaI- 
ity and to improve maternal and child 
health were- pursuing-a. number 4 com- 
mon strategies. Many had programs to 
increase immunization and ORT coverage. 
These Missions expected to make signifi- 
cant progress, and preliminary program 
perfbrmance information on actual results 
suggested that they were meeting esti- 
mated annual targets (see Table D-7 in 
Appendix D). 

Chapter 3 describes related findings 
from child survival evaluations. 

Family Planning 
Given A.I.D.3 longestablished role as 

a lead donor in population assistance, it is 
not surprising that more Missions had family 
planning as a strategic objective or program 
outcome than any other human development 
cluster. Tkenty-two of the 55 Missions in- 
cluded in PRISM had family planning as a 
strategic objective (see Table D-3 in Appen- 
dix D). 

Recent foreign assistance legislation re- 
quired A.I.D. to report on the dktivell~gg 
of its frmily planning programs in 10 major 
A.1 .D.-assisted countries. The FY 1992 
PRISM database included information on 
nine of these countries. Six had adopted fam- 
ily planning as a strategic objective. lkro of 
these countries were pursuing strategies that 
included family planning program outcomes 
contributing to a broader strategic objective. 

countries to as high as 55 percent in Latin 
America. The average CPR baseline was 
2019 percent for Missions reporting on all 

' contraceptive methods and 29.5 percent 
for Missions reporting on modem contra- 
ceptive methods. African countries had 
lower baselines (an average of 6.9 percent 
for all methods) and LAC countries had 
higher baselines (49.7 percent on aver- 
age). 
The CPR (all methods) in the developing 
world rose from 17 percent in 1970 to the 
present 44 percent (excluding China), for 
an annual increase of 1.2. Annual in- 
creases in CPR (all methods) expected by 
reporting Missions varied from a low of 
.25 to a high of 1.6. The average annual 
increase for all reporting Missions was 
expected to be 1.1 (all methods) and 1.7 
(modem methods). For African countries, 
which had much lower baselines, Mis- 
sions expected an average increase of 1.2 
(dl methods). LAC Missions, which work 
in countries with comparatively higher 
CPRs, expected an annual increase of .97. 

Of the few Missions that reported actual 
program perhrmance data, all but three 
reported increases in CPR. In only a few 
cases did actual increases meet or exceed 
expected results (see Table D-8 in Appen- 
dix D). 

Basic Education 
Thirteen Missions reported strategic ob- 

jectives in basic education (see Table D-4 in 

5 
Contraceptive provalence rate (CPR) is defmed as the percentage of currently married or 
in-union women of reproductive age (15-49) using any form of contraception. Modern 
methods include clinic and supply methods, such J pill, condom, IUD, and sterilization. 



Appendix D). Another three Missions pur- 
sued program outcomes in basic education as 
contributing to another strategic objective. 
Whether education was promoted as a strate- 
gic objective or as a program outcome, edu- 
cation programs were seeking similar 
results: to increase educational enrollment 
and completion rates in the longer term 
through nearer term improvements in educa- 
tional quality, effectiveness, efficiency, and 
equity. 

The U.N. 1990 World Confirence on 
Education for All established the goal of 
achieving at least 80 percent gross enroll- 
ment md 80 percent completion for all wun- 
tries by the year 2000. A.I.D. has not, 
however, adopted these international goals as 
formal targets for countries rectiving U.S. 
assistance tbr basic education. Agency pro- 
grams have focusad on improving enroll- 
ments of underrepresented groups (for 
example, girls) and on country reforms that 
help overcome underlying constraints on en- 
rollment and completion. Three Missions 
have stated enrollment as an explicit part of 
their education objectives; six planned to 
report enrollment data as a key indicator of 
their program perfbrmance. 

Program performance information for 
the basic education cluster of strategic objec- 
tives reveals the following: 

Five Missions reported expected increases 
in enrollment rates. Simply maintaining 
enrollment rates was an expected achieve- 
ment in other countries, where rapid 
population growth placed an increasing 
burden on educational systems md where 
economic factors and direct costs of 
schooling ofbcn limited parents' ability to 
send children to school. Primary school 
completion was expected to increase over 
the strategic planning period in m e n  
countries, bringing those countries closer 
to the U.N. 80 percent completion rate 
wet* 

Misric-t were also projecting pmgress in 
xmm t m improvemeats in educational 
M ~ c i e r ~ y  as measured by decreases in 
dmp-out md tepctition rates. El Salvador, 
b r  uumple, expected the frilure rate to 

decrease by over 50 percent from 1990 to 
1998. 

Data on actual results for seven Missions 
show all but one are making progress in 
achieving their basic education objectives 
and four are meeting or exceeding ex- 
pected annual changes. Of six countries 
reporting improvements in efficiency, 
two showed improvement in reduced 
repetition. 

In most African countries and Pakistan, 
Mission strategies used nonproject assis- 
tance to leverage policy reforms intended 
to provide the basis for sustained improve- 
ment in primary education quality. Fund- 
ing for other educational improvements 
was granted only after specific reforms to 
quality goals were implemented. These 
policy reform programs involved extensive 
donor coordination, with all donors re- 
quiring essential reforms Mre additional 
funds were disbursed. 

Environment and 
Natural Resources 

Natural Resources Management 

Activities in the area of the environment 
are an increasingly important focus for 
A.1.I). and other donors. Strategic objectins 
in improving natural resources management 
focused on managing and using existing natu- 
ral resources in ways that conserve and pro- 
tect the environment and entailed strategies 
to help countries establish and implement 
policy incentives and regulations and prac- 
tices that foster the sustainable use of natural 
resources (see Table D-5 in Appendix D). 

Standard indicators and related data 
sources were less well developed than for 
more established programs. Several Missions 
were beginning activities that were expected 
to provide baseline data from which to meas- 
ure subsequent progress. The environmental 
programs b r  which Mission-reported data 
were milable were all in LAC. The fo:low- 
ing preliminary obsemtions are based on 
them dm: 



There were fixer common indicators fbr 
objectives in this cluster than far some 
other clusters. Many Missions were in the 
process of identifjting appropriate per- 
formance indicators for their environ- 
mental programs, and baseline data still 
needed to be gathered. 

Where Missions had defined the results 
they expected to achieve by the end of 
their straiegic planning period, these re- 
sults were expected to be substantial. 
Costa Rica and Panama, for example, ex- 
pected majot reductions in deforestation 
rates. 

Actual results, where available, showed 
Missions making progress in achieving the 
results tbcy expected--some were signifi- 
cantly exceeding those expectations. In 
Guatemala, h r  example, I d  under im- 
proved natural resources management in- 
creased nearly hurfbld (see Table D-9 in 
Appendix D). 

Chapter 3 describes related findings 
from an environment and natural resour& 
desk study. 

Other Performance 
Measurement 
Observations 

PRISM is still at an early stage of dml -  
opment. Even when country and program 
coverage is complete, there will be a lag of 
several years btfore comprehensive per- 
formance information will be systemati- 
cally available. However, PRISM data from 
199 1- 1992 begin to suggest several broader 
observations. 

A.I.D. has not clearly delineated 
Agencywide priorities and pe@mance 
strmdonls nor clarified how such priorities 
and zkudatds should be rtjlected in Mission 
Prom"'= 

In selecting objectives, Missions must 
consider their countries' needs, the results 
that can be achieved, and the relevance of 
their objectives to A.I,D.*s priorities. In 
practice, A.I.D. has provided Missions with 
little guidance on bow to make these deci- 

sions-about how to balance various Agency 
priorities, about which objectives to pursue 
under what circumstances, or about what 
level of results would signify success. For 
example 

Four of the 7 Missions (all emphasis coun- 
tries) that reported data on child survival 
objectives have already achieved IMRs be- 
low the Agencyw ide target of 751 1,000. 
At the same time, only 10 of the 24 Mis- 
sions with IMRs above 7511,000 have 
child survival objectives. 

Missions pursuing family planning objec- 
tives report baseline CPRs varying from 1 
to 2 percent in some African countries to 
as high as 55 percent in Latin America. 

R v g m  costs appear to wry gnat& in 

The costs for similar programs in differ- 
ent countries will often vary for good rea- 
sons. At the same time, comparisons 
between results and the level of human and 
financial resources associated with them can 
identify differences between high- and low- 
cost programs that warrant further investiga- 
tion. For instance, preliminary PRISM data 
received to date indicate that 

Per capita expenditures in pursuing trade 
objectives range from S. 12 in one country 
to $10.30 in another to achieve compara- 
ble percentage increases in nontraditional 
exports (not including central, regional, 
or other donor dollars). 

Increases in funding for environmental 
programs in three Missions were associ- 
ated with decreases in staffing, while 
decreases in funding for environmental 
programs in two other Missions were 
associated with increases in full time 
equivalents. 

h g m  pc~rmance monitoring can 
meal warladons in tcsults across countries, 
but mon in-depth mluatton and mearch 
am needed ro clarifi the nasonsjbr appar- 
ent successes and @ilures. 

By describing and comparing patterns 
and trends in actual and expected results over 
time, performance monitoring can raise red 
flags, alerting managers to the need for more 



in-depth examination of the reasons underly- 
ing observed differences in performance. 

In the international trade area, for ex- 
ample, all six reporting Missions showed 
actual increases in nontraditional exports 
that were below expectations. If this pat- 
tern persists over time and for additional 
countries, this would suggest the need for 
further evaluation. 

7kn may be trade-OD between per- 
jbnnance indicators that m most use$djbr 
Mission decision-making and those that an 
most HIIrrobk.jbr Agcncywirh W ~ ~ ~ S O L I S ~  

To be usdul for Mission decision-mak- 
ing, program performance indicators must 
validly measure the results being sought, be 
well grounded in development theory and 
practice, be empirically verifiable, and be 
practical. Missions have made progress in 
identifying indicators that meet these crite- 
ria, but considerable work remains to be 
done, particularly in new program areas such 
as democracy. At the same time, perform- 
ance indicators, even b r  similar programs, 
vary considerably, and this diversity substan- 
tially limits fm conclusions about perform- 
ance beyond individual country settings. 
While PRISM will continue exploring better 
ways to compare program performance 
Agencywide, our emphasis will remain on 
helping Missions get and use performance 
data for decision-making. 

The Relationship 
Between Program 
Perf onnance Monitoring 
and Evaluation 

This chapter has presented preliminary 
findings from a review of program pthrm- 
ace information in the N 1992 PRISM 
database. By observing performance trends 
and patterns in "clusters" of strategic objec- 
tives, managen can monitor the Mowing: 

What Missions and programs expect to 
rccompl bh (expected results) 

How well Missions and programs meet 
their expectations (actual results) 

Program Performance 
Indicators: 

What They Are and Are Not 
Indicators can serve several purposes. Pro- 
gram perfbrmance indicators developed for 
PRISM should provide clear and convincing 
evidence that a program is or is not achiev- 
ing intended objectives. Such program per- 
formance indicators should be economical, 
few in number, valid, and understandable by 
a nontednical audience. 

Program performance indicators are not a 
substitute for research or evaluation, nor 
should they measure everything in which 
researchers or evaluators might be inter- 
ested. They can identify successes or sig- 
nal likely problems warranting further 
examination, but they cannot explain why 
a program has or has not been successful. 
Likewise, program performance indica- 
tors cannot tell managers everything they 
need to know to effectively and efficiently 
manage their programs or projects, but 
should be able to identify problems war- 
ranting special management attention. 

The returns A.I.D. is receiving on its in- 
vestments 

While this information is useful for 
monitoring overall program performance, it 
cannot answer the question of why some 
programs succeed in accomplishing their ex- 
pected results and others do not. More in- 
depth evaluation is needed to inform 
managers 

Why a specific type of program or project 
did or did not work (and what aspects did 
or did not work) 

The extent to which A.I.D. can verify that 
the results achieved were attributable to 
tbe Agency's program strategies 

The extent to which successful programs 
can be sustained and replicated in other 
countries 

The next chapter describes the findings 
and management implications of recent 
CDIE evaluations that address these related 
questions. 



3. Findings From Recent Evaluations: 
Performance and Management 

Implications 

A major role of the Agency for Interna- of A.I.D.3 experience with direct promotion 
tional Development's (A.I.D.) evaluation programs for investment and exports, on 
function is to e~~~~ine.the.Agenql's experi- . which A-1.D.-spends about $200 million per 
ence with programs and projects, to learn the 
important lessons from that experience, and 
to use those lessons'to improve future per- 
formance. the Center for Development Infor- 
mation and Evaluation (CDIE) seeks to 
unearth those lessons and present them to 
Agency senior management for strategic de- 
cision-making and to program managers for 
improving operations. 

CDIE evaluation frndings and recom- 
mendations are disseminated in a variety of 
ways--through distribution of evaluation re- 
ports and brief written summaries, through 
oral briefings for senior management, and by 
compiling and maintaining compendia of 
relevant evaluation findings. This chapter 
summarizes the frndings of several CDIE 
evaluations recently completed or nearing 
completion, including those of two recently 
completed operations and management 
assessments. 

Several of A.I.D.'s operating bureaus 
also undertake program assessments of rele- 
vance to senior managers. Future annual re- 
port efforts will summarize key findings 
from these evaluations. 

Economic Development 

Export and Investment Promotion 
Services 

Most development experts consider 
trade policy liberalization to be fundamental 
in stimulating export-led growth in develop- 
ing countries, but agree less on the value of 
direct export promotional assistance. CDIE 
has just completed a worldwide assessment 

year. The conchsions of this evaluation ied 
to reviews by operating bureaus of both on- 
going and proposed projects for conformity 
with the findings. 

W o  key questions were asked, Is such 
promotion assistance worthwhile? and, Does 
it merit continued Agency support? To get at 
these questions, completed programs in the 
Latin America and the Caribbean, Asia, and 
Near East Bureaus were reviewed, and field- 
work was conducted in seven countries in 
Latin America and Asia. The study included 
a cross-country survey of nearly 300 export- 
ers from developing countries, including 
firms receiving services from A .I .D.-as- 
sisted intermediaries and those receiving a 
variety of other services. The survey sought 
to learn what types of services exporters in 
developing countries actually used, which 
ones had the greatest impact on their export 
growth, and who provided these services. 

Findings 

Appmprloleness of A. I. D. Support. 
This evaluation and other research provide 
convincing evidence that donor support for 
export and investment promotion is justified 
in some circumstances and can reinforce ap- 
propriate policies (see Figure 3.1). When 
reforms are first implemented, firms new to 
exporting have a great deal to learn: charac- 
teristics of foreign markets, how to link up 
with foreign buyers, and how to meet inter- 
national quality and packaging requirements. 
Such services can speed up the private sector 
response to policy improvements and can 
accelerate export growth. 



Figure 3.1 Comparison of the Performance of Assisted and Unassisted Finns, 1986-1 989 

Economic Impad. As illustrated in Fig- 
ure 3.1, survey evidence suggests that export 
and investment services have had a positive 
impact on export growth and employment in 
developing countries. Service use seems to 
correlate with strong export performance of 
firms in outward-oriented economies. 

Rate of Rehun. Export and investment 
promotion programs also have the potential 
to offer attractive rates of return to A.I.D. 
investment. Economic rates of return for four 
promotional institutions examined ranged 
from 12 to 26 percent. Many A.I.D. pro- 
grams, however, were found to have such 
inadequate information for tracking project 
impact that calculating rates of return ex post 
was difficult or impossible. 

Service Strategies. Exporters require 
different types of information and services at 
different stages of export experience. Early 
on, fm need information primarily to st- 
cure buyers, and fvms surveyed considered 
foreign market information and buyer con- 
tacts to be critical to their entry into export- 
ing. Once buyer links are developed, 
exporters often need technical advice to raise 
productivity and meet international quality 
requirements. Dinct A.I.D. or host govern- 
ment provision of such technical expertise is 
likely to be costly and a high risk. Buyers, 
investon, or other business partners an usu- 
ally more effktive. 

Senice W e r s .  Exporters gave the 
most credit for their success to their business 
partners- -buyers, foreign investors, and sup- 
pliers. Firms rated most af the services pro- 
vided by buyers and foreign partners as 
having a significant impact on their entry 
into the export market or the expansion of 
their exports. With the exception of one case 
where a relatively autonomous government 
organization fixused principally on ficilitat- 
ing exporter contacts with buyers, exporters 
gave little credit to government service 
providers and had a low opinion of gmm- 
meat assistance programs. A. I. D.-supported 
nongovernmental service providers have 
been generally successful in avoiding the pit- 
falls associaad with government programs. 

Management Implications 

The most important management im- 
plications suggested by the findings are 
as follows: 

n e r r  must be a fivomble poliq envi- 
ronment. If trade and foreign exchange are 
heavily controlled by government, there is 
little likelihood that donor support for firm- 
level services will succeed. If policies are 
favorable, then the export support services 
market needs to be examined. Are buyers, 
foreign partners, and private associations 
able and willing to respond to the demand for 
services? If so, there is no need for donor 



Figure 3.2 A Decision Tree for Supporting Export Service Projects 

[ ~ i n d l n ~ s  and Management lmpllcotlons J 

A Decislon Tree for Supporting 
Dport Service Projects 

action. If the private support. services market 
is too underdeveloped to respond quickly, 
A.I.D. should identify gaps for potential sup- 
port. Over time, as exports take off and a 
well-functioning service provider market has 
developed to fill such gaps, the A.I.D. sup- 
port should end. Figure 3.2, A Decision Tree 
for Export Service Projects, provides a vis- 
ual perspective on this decision-making 
process. 

Pqjects must focus on bottom-line tnr- 
poet. The purpose of such services is 
achievement of nontraditional export growth, 
not institutional development of the interme- 
diaries. Project activities should target con- 
crete, near-term prospects and track results 
closely. Service providers need flexibility to 
fill service gaps that will produce exports 
quickly. 

Fomlgn prh,ate links am important. 
The most important providers of services to 
exporters are tbreign business associates- 
buyers, suppliers, tbnign partners. Services, 
such as foreign market information and 
buyer contacts, which lead to long-term link- 
ages betwan firms new to exporting and 

commercial service providers from abroad, 
can play a key role. 

h t d  gOVklTtmCRt &tS&ll&lU rrS SCW- 
ice p d e ~ ~  and & nod supporf to a 
single service pmddet Project designers 
should consider either assisting more than 
one private fbr-profit or not-for-profit serv- 
ice provider or supporting cost-sharing 
mechanisms that allow fums to select their 
own service provider. All such assistance to 
service providers should be time bound, re- 
sults focused, and based on a defensible eco- 
nomic rationale. 

Although the final report of the assess- 
ment is not yet complete, the Agency has 
already begun to implement the study's prin- 
cipal recommendations. Regional bureaus 
are reviewing ongoing and proposed export 
promotion projects in countries where the 
policy regime makes the effectiveness of 
such projects questionable. 

Development Finance Institutions 

Donon have used Development Finance 
Institutions @FIs) for several decades as 
vehicles for promoting developnnent. Such 



institutions are typically established in the 
public sector explicitly to lend donor re- 
sources for investment, small business, or 
other development purposes, often with a 
focus on the economically disadvantaged. 
The results have often fallen far short of 
expectations, Despite such problems, the De- 
velopment Assistance Committee (DAC) of 
the Ornanization for Economic Cooperation 
and Dhopment  (OECD) was stili recom- 
mending continued support for these institu- 
tions in its 1989 report. To stimulate 
multilateral discussion of continued support 
to DFIs, CDlE prepared asynthesis .repreport of 
donor experience for the DAC. The report, 
presented to the DAC Expert Group on 
Evaluation, is based on review of donor 
eduation reports by nine multilateral and 
bilateral donors covering projects since the 

The CDIE miew fixused on thee key 
questions: (1) How effective have DFIs been 
in reaching disadvantaged groups? (2) Are 
DFls sustainable? and (3) Have DFIs con- 
tributed to the development of financial mar- 
kets in developing countries? 

Findings 

meting Benripdark. DFI programs 
in some developing countries haw helped 
expand the supply of short- and long-term 
credit to the private sector, but they bave not 
b a n  successful in reaching small- and me- 
dium-sized enterprises. High collateral re- 
quirements for credit and significant 
transaction costs of loans have typically re- 
sulted in concentration of nsources in the 
hands of larger subborrowing enterprises. 
The review points out the informal sector's 
continued inability to access formal sources 
of credit, including loans from DFls. 

DCpCloping FInonchl Markets. DFIs 
have contributed little to strengthening fman- 
cial markets in developing countries. Donor 
belief that DFIs would have a virtual monop- 
oly over long-term financial markets in de- 
veloping countries has proven false, 
particularly in the dace of increasing compe- 
tition from commercial banks, leasing com- 
panies, and other sources of long-term 
credit. Furthermore, fmancial policy meas- 
ures in many developing countries control 

interest rates and credit allocations, limit 
short-term lending and commercial paper op- 
erations, restrict competition among finan- 
cial intermediaries, and constrain financial 
diversification. These measures place severe 
limits on the ability of DFIs to offer new 
financial services, raise substantial domestic 
resources, and help develop domestic capital 
markets. 

Achieving Sustoinrrbility. Contrary to 
expectations, most DFIs have been unable to 
achieve sustainability Poor financial per- 
formance is typical of most donor-supported 
DFIs. Pbor fmancial management, lack of 
risk diversification, high arrears on loan 
portfblios, and conflicting donor objectives 
all contributed to this result. Most DFIs have 
been unable to mobilize domestic savings. 

CoMicthg Donor Agenda. Donors 
have often operated at cross-purposes. Some 
have v i e d  DFIs as vehicles fbr promoting 
development objectives, even if they require 
continued subsidizing, whereas others have 
expected DFIs to be self-sustaining financial 
intermediaries. These two objectives have 
often conflicted. Adding to the problem, do- 
nors have supported a proliferation of DFIs 
targeting different economic sectors, with 
dimrent interest rates and loan criteria for 
subborrowen. This has led to confusion 
among beneficiaries, underutilization of 
donor funds, and instability of the lending 
institutions. 

Management Implications 

Avoiid suppoditg Dms car instruments 
Jbr StrenglheningpnCUrcial maatrkcfs. Finan- 
cial market policy is the critical factor in 
developing strong fmancial markets, not the 
availability of additional funds from donors 
for particular institutions. 

In cases where support of a DFI is 
sought for other purposes, lessons include 
the following: 

DFIj am not surtrrincrble in bod poliey 
emtlronments, A.I.D. must understand the 
economic and financial framework in 
which a DFI must operate before deciding 
to assist tbe institution. If the environment 
is too unstable, DFIs are likely to fail. 



For most puqoses, supporl only D m  
thor can be competitive. DFIs that cannot 
compete in competitive financial markets 
will never become sustainable. TLpically, 
government-created nonbanking DFIs are 
the least able to operate competitively, 
while DFIs with the legal capacity to func- 
tion as commercial banks are better able 
to operate in competitive financial mar- 
kets. DFIs need to charge positive real 
interest rates, use extensive branch net- 
works, and have adequate financial man- 
agement and administrative cost controls. 
Competition among DFIs andother finan-. 
cial intermediaries also benefits borrow- 
ers. Donors might include umbrella loans 
available to several DFIs or to non-DF1 
intermediaries, such as commercial banlrs, 
to promote competition. 

Be uplicit about gods of DFIpmjects. If 
the DFI is expected to function as a self- 
sustaining financial institution, other 
goals for the activity must be subordi- 
nated. If the DFI is upected to function 
predominantly as a subsidized vehicle for 
preferred recipients, the sustainability im- 
plications need to be recognized and 
planned for. 

Better donor coordination b nee&d. Do- 
nors need to work for greater consensus 
on DFI programs and financial market 
development to keep DFI programs from 
perpetuating unsustainable approaches. 
Thus, greater collaboration among donors 
is highly desirable in setting the terms for 
lending to DFIs, rates of interest to sub- 
borrowers, and eligibility for these 
programs. 

Since the study on DFIs was published. 
A.I.D.'s Policy ~ b t o r a t e  has &inforced 
existing financial market policy guidance 
stressing support for financial market reform 
over DFI projects and has made require- 
ments for supporting DFIs and other finan- 
cial intermediaries more stringent. At the 
1991 OECDIDAC meeting on the private 
sector, donors reviewed this evaluation's 
findings and concluded that financial market 
reform should take priority over direct sup- 
port to DFIs. 

Miaoenterprise Development 
A substantial portion of economic activ- 

ity in poor countries is conducted in very 
small enterprises. Firms employing 10 or 
fewer people-microenterprises-account 
for between 40 and 90 percent of manufac- 
turing employment in the lowest income 
countries. In rural areas, microenterprises 
account for the majority of employment in all 
enterprises, including manufacturing; in ur- 
ban areas, they account for the majority of 
employment in commerce and services. As- 
s i m - f o r  such firms has been increasingly 
favored by donors as a means of responding 
to poverty and unemployment problems. 
However, much debate exists concerning 
what types of interventions are most success- 
ful under what conditions. 

By the end of the 1980s, A.I.D. had 
funded 87 projects totaling $290 million for 
microenterprises. The results of a 1989 
CDIE assessment of these programs are sum- 
marized here in view of the widespread inter- 
est in these programs and their cumulative 
magnitude. The evaluation included a re- 
view of existing evaluation reports and field 
visits to 27 projects in 10 countries. The 
study assessed three main approaches: 

Entcrprfsc fommtbn--projects primarily 
aimed at promotion of new businesses 
through overcoming social and economic 
obstacles to their formation 

Enteqrlsc expunsion--projects aimed at 
improving the perfbrmance of existing mi- 
croenterprises, usually through provision 
of credit or technical assistance 

Enterprise tmnsfonnation-projects in- 
tended to graduate clients out of the mi- 
croenterprise sector 

Findings 
Pcrformonce of the Thme Asshtmce 

Appmches. Enterprise expansion proved to 
be the most successful approach in reaching 
large numben of beneficiaries at low cost. 
Enterprise formation has often required lev- 
els of technical assistance where cost exceeds 
the benefits produced. Enterprise transfor- 
mation often encounoers problems from lack 
of access to appropriate financial institu- 



I Table 3.1. Key Indicators in A.I.D. Microenterprise Stocktakirg Based on a Sample 
of 32 A.I.D. Microenterprise Projects and Programs 

Program Approach 
Indicator (avg. amt.) Enterprise Enterprise Enterprise 

Formation Expansion Transformation 
Beneficiary -a 

Number of enterprises #enfed yurly 328 87,871 264 
Women in beneficiary firm 59 % 42 % 27 96 
M.nuf.cturiag entaprisw 54 % 40 % 60% 

Lour Size 
Douu .verrge 

a 
SO8 $705 53,261 

Relativa to per upim income 1.2 2.0 10.2 
ProgrMlCost 
Per beneficiary $948 $575 52,549 
Per dollu 1- ' S3.24 50.46 $1.08 

Ralintaestnte 3% 17% 0% 
Lending for fixed rssdr 25% 20% 45 % 

Note: Slmple of 32 is out of M &mated 87 field progmns .ad projccm in 1987. 
8 
Average lorn rizb in relation to per upit. GDP for the 32 program# in the umplc (umveightcd by 

population). This indicator c o m p ~ ~  lour size with income level. If m LDC has A per capita GDP of $150 
d the .vQ.oe I- rize is $300, rbe ratio would be 2.0. This indicator belps compue piopanr in 
countria with dificrrnt levels of income. For example, a $300 lour in A caunty with A per capita income 
%OW L *te difiasnt frola a m  IOU in roc ~ i t h  A pr upih i r o a e  s1,ooo. 
R d  interat nta This indicator deflates the aominrt or rutsd nte of interest by nte of inflation. 

tions. (See Table 3.1, Key Indicators in Mi- 
croenterprise Stocktaking, fir  data on the 
performance of these program approaches.) 

Rcrrching the Poot d Wbmen. Mi- 
croenterprise pmgrams reach the poor and 
the highly disadvantaged effectively. Suc- 
cessful microentrepreneurs usually come 
from relatively better educated and higher 
income poor people. The poorest tend to 
bendit most often from employment in mi- 
croenterprises rather than from ownership, 
Job creation was generally larger in manufac- 
turing microenterprises, particularly larger 
ones, than in service or commercial firms. 

Most microenterprise projects have 
been successful in providing women with 
income-earning opportunities and particu- 
larly so in urban commercial enterprises. 
Enterprise brmation projects produced the 
highest percentage of women beneficiaries. 

Group, rather than individual, lending ap- 
proaches seem to work best with women 
clients. 

Tbe study found a trade-off between 
success in supporting profitable businesses 
and the goal of targeting the most disadvan- 
taged. Programs that emphasized profitabil- 
ity as the more important goal have tended to 
be more successful and sustainable than 
those directly targeting particular groups. 

Loan Sb.  A.I.D. has used $300 as an 
upper limit to distinguish microenterprise 
lending from other antipoverty lending. The 
study, however, found that two-thirds of the 
projects had average loan sizes exceeding 
$300. Only projects for short-term working 
capital generally fell below this limit, and 
most were for enterprise expansion projects. 

GmduoHon. Most projects had difi- 
culty graduating even their best performing 



firms to commercial financial markets. The 
wide gulf between these successful small 
businesses and the wellestablished clients 
that commercial banks serve in most devel- 
oping countries remains unbridged. Some 
intermediaries serving microenterprises are 
seeking to close this gap by behaving more 
like commercial banks--widening their cli- 
ent base and diversifying their service 
offerings. 

Management Impf ications 

Focus on enterprise txpansion pm- 
gmms. Enterprise expansion through credit- 
only projects represents the most proven and 
cost-effective approach to microenterprise 
development. Wherever appropriate, this 
should be taken further by encouraging the 
intermediary lender to broaden its client base 
and service offerings. 

Be cautious about technid asshtance 
and tmining. Projects with large technical 
assistance and training components have gen- 
erally perhued poorly. Both inadequate 
targeting of assistance and high cost have 
been impediments. These activities work 
best when focused on a few critical con- 
straints or on the problems of borrowers in a 
specific industry. 

llbrgct sectors where disadvantaged 
gmups predominate. Targeting of sectors 
where disadvantaged groups work is prefer- 
able to a focus on allocation based on income 
or gender of the individual participants. 
More women benefit from support for urban 
commercial microenterprises, while manu- 
facturing microenterprises generally create 
more jobs. 

Gnduate pmgromc, not jhu. There 
are several recent examples of microenter- 
prise lenders that have successfully forged 
strong links to commercial sources of fi- 
nance. Such intermediaries can provide a 
sustainable source of funding to micro- en- 
terprises as they achieve greater success and 
size. 

This evaluation has had a fundamental 
influence on the design of many A.I.D. and 
other donor microenterprise projects, includ- 
ing the $16 million GEMINI project exe- 
cuted by the Office of Small, Micro and 

Informal Enterprise and the Microenterprise 
Monitoring System. Specifically, it led to 
greater emphasis on the development of pm- 
grams focused nearly exclusively on credit 
and more research on the cost-effectiveness 
of programs with large technical assistance 
components. The typology utilized in the 
report, that is, enterprise formation, enter- 
prise expansion, and enterprise transforma- 
tion, has been adopted as a standard 
approach by donors and by the academic 
literature. 

SocialSafety Nets 
By the mid-1980s, development practi- 

tioners realized that economic restructuring 
was more complicated than previously 
thought. Developing country governments 
and donors had concerns about the social 
costs of implementing economic policy re- 
forms needed for stabilization and structural 
adjustment. Critics of International Mone- 
tary Fund and World Bank programs con- 
tended that some groups, especially the poor, 
bore an undue share of the adverse impacts 
of economic adjustment. 

In response, governments and donors 
(including A.I.D.) initiated programs to 
compensate the losers and ease the transition 
to rcsumed economic growth. Compensatory 
or social safety net programs undertaken in- 
cluded credit projects, job training, sever- 
ance pay, agricultural resettlement, social 
service support through nongovernmental or- 
ganizations (NGOs) and local government, 
and targeted subsidies for food and other 
basic commodities. 

A recently completed CDIE study indi- 
cates that, in general, donor experience with 
programs to mitigate adverse social impacts 
during economic structural adjustment has 
not been positive. The study examined the 
literature, reviewed donor programs (espe- 
cially World Bank-led efforts), and then fo- 
cused specifically on A.I.D.'s limited 
experience. 

Findings 
Social Costs. Several studies have pro- 

duced mounting empirical evidence that the 
social costs of adjustment have often been 
exaggerated. This weakens the case for pro- 



grams that seek to redress such social costs. 

Mislabeling. CDIE's study shows that, 
frequently, compensatory programs (fir ex- 
ample, employment creation, targeted credit 
programs, and food support) have not been 
labeled accurately. Often, they are simply 
repackaged ongoing activities (especially 
poverty alleviation programs) that address 
objectives not related to adjustment. 

Poor Design. Donors and host countries 
have not designed the programs well and 
have paid scant .attention. .to -appartunity 
costs. W~th few exceptions, planners and de- 
cision-makers have not thought through the 
cause and effect relationships between ad- 
justment measures and their impact on the 
poor and other vulnerable groups, or on 
income distribution. Consequently they have 
not incorporated these considerations into 
program design. 

Retmfning. m e  long-run potential of 
emergency programs to build job skills of 
dislocated workers is overestimated, based 
on the experience of A.I.D. and other do- 
nors. 

Umitcd Success. Although experience 
with most types of compensatory programs 
has not been encouraging, there an a few 
successful aperiences. For example 

Sevemce payment schemes. There is 
some evidence of success with severance 
payment schemes for brmer public em- 
ployees using local cumncy proceeds. In 
Mali, departing civil servants used sub- 
stantial portions of their lump-sum pay- 
ment for private investment and 
self-employment, but loan guarantee and 
feasibility studies components were much 
less successful. A separate study in Ghana 
found similar evidence on lump-sum 
payments. 

PubUc mrk. In Wisia, the Rural Public 
Works program was reasonably successful 
in targeting assistance to some of the 
needy. 

Management Implications 
I d e m  h e  pmblam and &st@ an ap- 

ptvptkJc fearible pwgrwrr. Decisions to 

support programs for mitigating projected 
adverse social impacts during economic ad- 
justment require precise identification of the 
problem, selection of the appropriate pro- 
gram, and determination of the program's 
feasibility. Decisions must be made on a 
case-by-case basis as to whether A.I.D. 
should support such programs. Their appro- 
priateness varies greatly by country and by 
the capacity of both A.I.D. and local govem- 
ments to implement them well. 

Problem &@&ation. Which socioeco- 
nomic groups are most likely to be hurt by 
the reforms? Both A.I.D. and the host 
government must determine if assisting 
those hurt by reforms h2s priority. 

Rvgmm iden@ccltion. Are the target 
groups best assisted by long-term or short- 
term interventions? If the problems appear 
transitory, then relief programs, labor-in- 
tensin public works, severance pay,' and 
other temporary programs may be the 
most rapid and cost-fffective way to reach 
the greatest number of those suffering 
hardship. If the problems seem persistent, 
longer term interventions to increase the 
physical and human capital of the poor 
may be more appropriate. It may not be 
possible b r  the same program to address 
effectively both short- and long-term 
problems. 

Rvgrrun feasibU&. What are the admin- 
istrative, political, and economic feasibili- 
ties of the intervention? Tradesffs exist 
betwan targeting mechanisms aimed at 
the most needy (costly but equitable) and 
widening the net (less equitable but less 
costly). Political feasibility is related to 
both geographic location and spread. Gov- 
ernments also often lack the administra- 
tive capacity to implement both short- and 
long-term programs. A.I. D. needs ade- 
quate staff as well. Economic feasibility 
needs to be measured using cost-benefit or 
cost-effectiveness analysis. 

A.I.D. Economic P o l i c y  Reform 
Programs in Africa 

After independence, many African 
countries developed elaborate market con- 
trols and regulations, seemingly for worth- 



while purposes: to keep prices reasonable for 
the poor, to protect local firms from ruinous 
competition, to ensure readily available sup- 
plies, or to prevent exploitation. Over the 
years, however, many short-term controls be- 
came permanent and increasingly counter- 
productive, as economic conditions changed. 
From FY 1985 through FY 1990, A.I.D. 
committed $308.8 million to help 19 African 
countries restructure their economies. From 
FY 1989 to 1991, CDIE and the Africa 
Bureau jointly evaluated A.1.D.-supported 
reform programs in six African countries to 
learn how to. irnptovc ~the~developmsot. isp-.. 
pact of fmre policy reform programs. 

Findings 

lpocTeetiocness of Rflonnr. At the time of 
the evaluations, it was still too early to judge 
longer term impacts, but initial performance 
was positive. Removal of controls and elimi- 
nation of subsidies, protection, and monopo- 
lies had positive impacts on prices, 
competition, and efficiency. The private see 
tor, however, was often slower to respond to 
the new market opportunities than had been 
anticipated. 

Removal of pricc and market contrds. 
The remwal of price and market controls 
generally had an immediate and positive 
impact. Prices fell and goods became 
more readily available. In at least one 
country, prices .fell because previously, 
under controls, businesses had to make 
allowances for fines and outright bribes to 
officers administering the controls, and 
business people marked up their prices to 
partially offset the uncertainty created 
by the controls. 

Elimination of subsidies and prvtedon. , 

The elimination of subsidies and industrial 
protection spurred productive efficiency. 
Although productivity improved, many 
firms that had previously been subsidized 
or protected from competition now faced 
painful adjustments. Many were forced to 
cut back production, and some went out of 
business. 

EUnrinrrtlon of monopotIcs. The elimina- 
tion of monopolies by state-owned enttr- 
prises opened markets and allowed private 

sector firms to compete and deliver goods 
at lower prices. In one country, price de- 
control ended the government's fertilizer 
monopoly. As a result, monopolistic prof- 
its were cut, the private sector imported 
and distributed fertilizer, and the cost of 
importing and distributing fertilizer to 
farmers was reduced. However, in several 
of the countries assessed, the problem of 
linked markets (where the government 
still had monopolies or applied controls) 
hampered the effectiveness of reforms. An 
additional problem was that the reduction 
of controls often was not matched by a 
reduction in government bureaucratic red 
tape and administrative delays. 

S&w private sector response. One disap- 
pointment was the hesitancy and reluc- 
tance of the private sector to take full 
advantage of new investment and market 
opportunities. The uncertain political en- 
vironment and uncertainty surrounding 
the sustainability of the reforms put a 
damper on long-term investments. 

Management Implications 

Focus on sowrdncss of r@onns, not on 
mode of assistcurce. A.I.D. should concen- 
trate more effort on the development of ana- 
lytically sound reform programs and less on 
the type or form of assistance A.I.D. pro- 
vides. In the six reform programs, A.I.D. 
provided resources through a variety of 
mechanisms--cash transfers, commodity im- 
port programs, Public Law 480 arrange- 
ments. The impact of the rdorms depended 
on the soundness of the reforms and the host 
government's ability to implement them, not 
on the type or form of A.I.D. assistance. 
Substance, rather than hrm, is of the es- 
sence. 

Consfdcr the bunarrcrutic constminfs. 
In each country, analyze not only the eco- 
nomic aspects of the reforms but also the 
bureaucratic hurdles to be overcome. Reduc- 
ing controls produced clear bend~ts, but usu- 
ally, even after controls were lifted, a thicket 
of ministerial approvals, fbrms, and clear- 
ances remained. Extensive analysis of bu- 
reaucratic procedures and processes may be 
needed to identi@ all the obstacles and re- 



lated costs in time and money rn businesses. 

Build !he courhy 's policy OltOlysis ca- 
p e .  Development of the host country's 
internal policy analysis capacity is important 
for the long-run sustainability of the rehrms. 
While all of the A.I.D. programs included 
some technical assistance to improve the host 
government's capacity to develop and imple- 
ment reform programs, the assistance was 
often limited or otherwise inadequate. Eco- 
nomic reform is a continuing process requir- 
ing constant monitoring and adjustment. If 
the country's.capacity-the process- 
and set its own agenda is not developed, the 
risk of refirm failure is high. 

Znclude pc&nnmrcc monitoring in de- 
sign. Data collection and analysis must be 
included at an early stage in the design of a 
policy reform program. The need for base- 
line data collection and monitoring is clear. 
The reform program will have to rely on 
information system to measure progress and 
impact and to pnwide input for the redesign 
of the reform effort as needed. 

Human Development 

Child Survival 
In 1985, A.I.D. launched the Child Sur- 

vival Initiative with the objective of rapidly 
reducing infant mortality rates in A.1.D.-as- 
sisted countries. Since 1985, A.I.D. has pro- 
vided over $1.2 billion in assistance to child 
survival services, principally to 22 emphasis 
countries. CDIE is now completing a Pro- 
gram Assessment of A.I.D.'s Child Survival 
Activities, based on field case studies per- 
formed in six of A.I.D.'s emphasis coun- 
tries: Egypt, Indonesia, Morocco, Malawi, 
Haiti, and Bolivia. Fieldwork has b a n  fm- 
ished and the final synthesis report is under 
preparation. 'The following is a preliminary 
overview of some of the likely conclusions of 
the synthesis repon. 

Tentative Findings 
~ e & n e s s  of Health I~erventlons. 

A.I.D.'s Child Survival Program, working in 
collaboration with other donors, has had 
considerable success in expanding the cover- 

age of basic maternal and child health-care 
services. Figure 3.3 shows the declines in 
infant and child mortality rates that have 
resulted, in part, from A.I.D. support for 
national child survival programs. Prelimi- 
nary findings from the case studies on the 
effectiveness and health im; lets of specific 
interventions are 

Immunizations are the most successful in- 
tervention. The coverage of vaccination 
programs has increased rapidly in most 
participating countries, and infant deaths 
from vaccine-preventable diseases are de- 
clining. 

Oral rehydration therapy (Om to prevent 
deaths from diarrhea, on the other hand, 
has been ineffective in a number of 
A.I.D.3 child survival emphasis coun- 
tries. Logistical problems, lack of interest 
by national health and political authori- 
ties, and difficulties in transmitting some 
fairly complicated new behaviors and in- 
sights to mothers are factors that have 
contributed to the disappointing perform- 
ance of O W  components of A.I.D.3 
Child Survival Program. As a result, diar- 
rhea-related dehydration continues to be a 
major cause of infant deaths, claiming the 
lives of three million children each year. 

A. I .D. 's Child Survival Programs have 
had limited success against acute respira- 
tory infections in =me countries, but lack 
of a simple, low-cost intervention restricts 
the programs* impact. 

Similarly, nutrition activities have had 
only limited effectiveness in reducing in- 
fant mortality due to the lack of simple, 
affordable interventions. 

Child spacing, on the other hand, is work- 
ing well in a number of countries, reduc- 
ing high-risk births with family planning 
methods. 

A.I.D.'s water and sanitation activities 
appear to improve health conditions and 
reduce infant deaths, but on only a very 
small scale because of the high cost of 
installing water systems. Water and sani- 
tation components are effective only if 
there is strong community involvement 
and education. 



A .I.D.'s programs have been effective in a 
number of countries attacking local health 
problems and epidemics that have criti- 
cally affected child survival rates, such as 
malaria, cholera, Dengue k e r ,  Chagas' 
disease, and HIVIAIDS. Such interven- 
tions may, in a number of cases, be more 
responsive to local health conditions than 
the standard child suwhal interventions. 

He& Policy &$oms. The A.1 .D. 
Child Survival Program has succeeded in 
influencing health policies in a number of 
countries. Using a variety of mechanisms, 
A.1.D: Missions and projects have contrib- 
uted to such policy changes as increased 
budgetary allocations for primary health 
w e ,  decentralization of health services ad-t 
ministration, incorporation of family plan- 
ning into maternallchild health services, and 
participation of the private sector in public 
health services. In spite of progress on the 
policy front, however, many countries still 
provide too large a share of their public 
health budgets to curative and hospital serv- 
ices and not enough to primary care. 

Surtainobiutp. CDIE found that the 
countries studied have tended to become 
heavily donor dependent in the primary 
health care area. The impressive progress in 
reducing infant mortality that has been made 
in recent years could easily be lost if donor 
priorities should change, as they often do. 
Failing to address the need b r  long-term 

institutional and financial sustainability in 
many countries is perhaps the greatest weak- 
ness of the A.I.D. Child Survival Program to 
date. A few notable success stories, like 
A .I.D.-assisted child survival organizations 
in Bolivia, have shown that it is feasible for 
child survival programs to recover a good 
share of their costs through fee-for-service 
and cross-subsidy arrangements. A .I. D.-es- 
tablished endowments hold promise for help- 
ing private sector providers become 
fmanciaIIy sustainable. Some programs- 
Malawi,-for example--are woding to 
strengthen the national institutions providing 
chiId survival services by training staff and 
improving management and administrative 
capabilities. Overall, however, the CDIE 
study judged that A.I.D. and other donors 
have given too much priority to delivering 
services to produce quick impact and not 
enough priority to developing permanent, 
sustainable national delivery systems. Expe- 
rience in a number of countries shows that an 
effective strategy is to introduce new services 
with initial strong donor support as high-pri- 
ority vertical activities, then to integrate 
them into the national public health system as 
permanent, locally sustainable services once 
they have become successful and accepted. 

Tentative Management Implications 
Pick the tntcn-entiom based on local 

need. Specific health interventions should be 

Figure 3.3 Infant and Child Mortality in A.I.0.-Assisted Countries, 1985 and 1991 



designed in the field, based on their potential 
for rapidly achieving the greatest possible 
reductions in infant mortality at the lowest 
possible cost. This involves analysis of local 
health patterns, appropriateness and avail- 
ability of technologies, and so on. For exam- 
ple, A.1.D.k concentration on malaria (not 
one of the fbur core A.I.D. child survival 
interventions) in Malawi attacks the number 
one cause of infaat mortality in the country. 

Concenffate more on kakh sedorpo~- 
icp. A.I.D. country programs should have a 
clear policy dialogue agenda in the health 
sector,. and continuing A3.D:' funding mp- 
port should normally depend on performance 
of local health institutions in meeting policy 
reform objectives, such as targets far in- 
creased budgetary emphasis on primary and 
preventive health care or increasing assump- 
tion of costs. For example, the A.I.D. Child 
Survival Program in Bolivia has helped shift 
national health priorities toward primary 
health care and has helped the Ministry of 
Health to address the problem of financial 
self-sustainability by initiating user fees. 

Focw mom on rustoinrrba& and fnstE 
tutfona&utbn. A.I.D. should concentrate 
more on institutional strengthening and on 
financial sustainability of child survival serv- 
ices, once effectiveness has been demon- 
strated. Programs in most of the existing 22 
emphasis countries should begin to move to 
a consolidation/sustainability phase, and 
work could begin in a small number of new 
emphasis countries if tcsources permit. Each 
country program should introduce a limited 
number of low-cost health interventions most 
responsive to local health problems, support 
operating costs for a fdte period of time, 
and then integrate them into the local public 
health system. 

Democracy and 
Governance ' 

Legal Systems Development 
Efforts to enhance capacities in lawful 

governance constitute a major thrust of 
A .I.D. 's democracy initiativt. In particular, 
the Agency is supporting legal and institu- 

tional reforms that strengthen the protection 
of human rights and foster greater transpar- 
ency and accountability in government bu- 
reaucracies. Beginning in the mid-1980s. the 
Agency launched a major program in im- 
proving the structure and performance of 
national judicial systems in Latin America, 
accounting for over $100 million. In Asia 
and Africa, there have been smaller invest- 
ments, with a primary focus on strengthening 
NWs in the expansion of legal semices. 

Given A.I.D.'s sizable and growing in- 
vestment in the area of lawful governance 
and the importance of the a l e  of law as a 
cornerstone of the entire democracy initia- 
tive, CDIE has initiated a review of past and 
current experience in legal and judicial re- 
form. The review includes programs of other 
donors, such as the Ford Foundation and the 
Asia Foundation, both of which have a long 
history of program support in law and legal 
assistance in the developing world. 

CDIE has completed the fieldwork for 
case studies of the Agency's administration 
of justice programs in Colombia and Hondu- 
ras and will be undertaking additional assess- 
ments in Asia and perhaps in Africa in FY 
1993. In Latin America, the primary empha- 
sis has been on strengthening the inde- 
pendence of the judicial branch and 
enhancing efficiency through improvements 
in court administration. Although it is too 
early in the evaluation to infer generalized 
management implications from data col- 
lected and analyzed thus fiu, several tentative 
fmdings have begun to emerge from the two 
initial country studies. 

Tetrtative Findings 

TItc Need for Outs& Co~uencies.  
Initial resistance to legal reform in the first 
two countries studied indicates that expan- 
sion and improvement of judicial services are 
difficult to undertake without significant 
pressure and support from outside constitu- 
encies, In the absence of such constituencies, 
reformers within the judiciary may have nei- 
ther sufficient leverage to wercome the in- 
berunt conservatism within the judicial 
branch nor the power to bargain for addi- 
tional resources from the executive and leg- 
islative branches of government. 



Multiple Institutional Focus. Efforts to 
improve the accessibility and efficiency of a 
justice system require undertaking reforms 
and improvements among a wide spectrum of 
agencies, including the court., police agen- 
cies, and the prison system, and frequently 
involves securing the support of the political 
parties and the military as well. It may dso 
require changes in penal codes and proce- 
dures, which may require legislative ap- 
proval, if not constitutional reforms. 

? h e  H o h n .  Initiating and consoli- 
dating judicial reforms is a long-term proc- 
ess, perhaps spanning a 15 to 20-jear period. 
Judicial reform touches on the core elements 
of a political system, and, thus, the process 
of initiating and consolidating advances is 
slow and incremental. 

Sustoinobili@. Without widespread and 
enduring public and media vigilance in safe- 
guarding the integrity of the judiciary, it is 
not clear that investments in the judiciary 
will yield lasting results. Even a strong judi- 
cial branch is highly vulnerable to outside 
pressures and encroachments on its authority 
from other parts of the government. 

~nvironment and 
Natural Resources 
Management 

Between 1980 and 1991, A.I.D. de- 
signed and implemented a variety of projects 
that included environment and natural re- 
sources objectins. More than $3.3 billion 
was authorized over this period to fund these 
environmental activities, of which $1.5 bil- 
lion was for Egypt9s water and wastewater 
projects. These projects included (1) mral 
land-based activities (green realm), (2) ur- 
badindustrial and energy activities (brown 
realm), and (3) fisheries md coastal re- 
sources activities (blue realm). Overall, 
however, the Agency's environment and 
natural resources portfolio has emphasized 
environmentally sound agriculture projects 
(41 percent) and energy projects (29 per- 
cent). 

In FY 1992 CDIE initiated an assess- 
ment of A.I.D.'s environmental programs. A 

desk study of project evaluation literature 
covering over 130 projects was completed in 
September 1992; and the first of eight 
planned field studies took place in Pakistan 
in October 1992. The desk review of these 
projects revealed that the Agency has em- 
ployed a range of strategies to achieve envi- 
ronmental objectives. The most prominent 
among these strategies have been (1) institu- 
tion building, (2) policy reform, (3) educa- 
tion awareness, (4) technology transfers, and 
(5) involvement of NGOs. The impact and 
performance of these strategies has been 
m w .  and the. Agency's documentation is 
spotty. CDIE field assessments will be con- 
ducted to get better evidence of what has 
worked and why. 

Tentative Findings 
While it would be imprudent to draw 

management implications before the field- 
work is completed and the data analyzed, 
several tentative findings have begun to 
emerge from the desk study stage of this 
evaluation. 

Development and Consentalian M- 
OM. Environmental problems revolve around 
the appropriate balance between conserva- 
tion and development, both of which ate 
important objectives. The desk study con- 
fumed that there are often important trade- 
offi between dewlopment and conservation 
objectives. In addition, some groups are 
likely to benefit and some are likely to lose 
as a result of environmental projects. There 
has been a tendency in many A.I.D. projects 
to deny that such trade-offs exist and that 
hard choices must be made. 

Trade-offs are also seen with economic 
policies and can have both positive and nega- 
tive effects. For example, agriculture input- 
subsidy policies that stimulate excessive use 
of pesticides or chemical fertilizers will have 
a negative environmental impact, but at the 
same time they will contribute to an increase 
in production, at least in the short run. 

Inslfhrtional Capacity. Because aware- 
ness of environment and natural resources 
issues is a recent phenomenon in most devel- 
oping countries, institutional capacity par- 
ticularly in the public sector to address these 
issues has been weak and disorganized, and 



this has seriously hampered project imple- 
mentation. Government organizations were 
usually inefktive implementors of environ- 
mental projects; on the other hand, the 
strengthening of local NGOs achieved con- 
siderable success in a number of projects. 

Local Porfi~orion. The desk study in- 
dicated that projects that do not address is- 
sues in which people are interested, or do not 
address them in ways participants believe are 
feasible, have failed. New natural resources 
practices that were introduced through 
"demonstration" techniques were slower to 
spread-+ they survired -at sltuthauthm- 
designed, developed, and diffused through 
active imrolvement of participants and bene- 
ficiaries. . 

Access to Niatutul Rcsourres. Owner- 
ship of and access to natural resources are 
important issues for sustainable resource 
management. In working the land for any 
purpose, project participants need assur- 
ances &at they will benefit from their labors; 
yet lack of such assurance appears to be a 
fundamental flaw in many village-based 
woodlots and refirestation efforts. 

Measuring Enviranmental Impact. 
Most projects did not appeat to be directed 
specifically at producing measurable envi- 
ronmental improvements, though this claim 
was made for some. For example, rather than 
reverse degradation through reforestation, 
the goals of a project are often stated in such 
terms as increase seedling production and 
planting. In addition, although many A.I.D. 
projects haw apparently yielded benefits re- 
lated to environmental and natural resources 
management, only in rare instances are these 
benefits directly measured. For most pro- 
jects, baseline data were not collected, and 
monitoring was not built into the design. It 
will not be possible to fully assess the envi- 
ronmental impact of A.I.D. projects until 
indicators are included in project design, 
measurements are made prior to project im- 
plementation, and indicators are monitored. 

Operations and 
Management Sys terns 

A.I.D.'s In-Country Presence 
Many observers agree that A.I.D.3 in- 

country presence with U.S. direct-hire 
(USDH) professional staff on long-term as- 
signment is its most distinctive and valuable 
asset. But as much as we value this asset, our 
approach to it requires critical analysis in 
view of rapidly changing global commit- 
ments in the post-Cold War era and continu- 
ing budgetary. pressures. 

CDIE undertook an Assessment of 
A.I.D.3 In-Country Presence in response to 
requests of Congress, the Office of Manage- 
ment and Budget, and the A.I.D. Administra- 
tor to present a clear rationale fix the pattern 
of U.S. overseas staffing and to determine 
whether the benefits of in-country presence 
justified actual U.S. staffing patterns. 

The assessment had three objectives: (1) 
to determine the advantages of A.1.D.k in- 
country presence, (2) to ascertain whether 
the functions performed overseas are those 
that effectively exploit those advantages, and 
(3) to seek to identify possible alternative 
configurations that are more cost effective 
but retain the demonstrated advantages of 
in-country presence. 

Findings 
Chid Advantages. A.I.D. *s present ap- 

proach to in-country presence has two chief 
advantages: it enhances influence wer pro- 
gram strategy and policy issues in dialogue 
with the recipient government and with other 
donors, and it fosters program accountability 
fbr results. These advantages contribute to 
the effectiveness of U.S. assistance and can 
be obtained best through US. official staff 
on long-term assignment. 

Tire abU& to irlpuence was seen uni- 
formly as a key advantage of A.I.D.'s 
in-country presence by many interview- 
as: A.I.D. staff, recipient government 
officials, and other donor and private sec- 
tor representatives. This advantage was 
seen to derive from such specific benefits 
of in-country presence as understanding 



local conditions, being perceived to be 
sympathetic to the country's needs, politi- 
cal and cultural sensitivity, ready access to 
host-country officials, sustained day-to- 
day involvement, setting a good example 
for the host country, keeping development 
on the U.S. Government agenda, and be- 
ing able to promote sensitive issues like 
family planning. 

Accountabiiits( for pmgmm effectiveness, 
as distinguished from fmancial account- 
ability, was not expIicitIy identified by 
respondents as an advantage of in-country 
presence but was implied by many of their 
comments. Such accountability was noted 
by interviewees in their declarations that 
their presence improves the quality of pro- 
gram and project implementation, allows 
for regular review of projects and for 
quick response to new priorities, permits 
mid-course corrections in implementa- 
tion, generates better infirmation regard- 
ing what is really going on inside the 
project, leads to prompt decision-making 
by A.I.D., and facilitates resolution of mis- 
understandings and miscommunication. 

Improving costeffedivcness. A .I. D. 
can undertake a number of actions to en- 
sure that the chief benefits of in-country 
presence are preserved in a more cost-ef- 
fective fashion. 

Management Implications 

The assessment recommended that 
A.I.D. make two ovemfihing changes to 
adapt to changing conditions: 

PIon for tnndlon to na f iod  se&mli- 
mce. A. I .D. should implement transition 
management strategies in which Missions 
plan how and when countries will obtain 
self-reliance and how to nduce U.S. direct 
hire staff as the host country is more able 
to take wer responsibilities. A.I.D. is in 
the business of assisting recipient nations 
to achieve their development objectives. 
Given this fact, A.I.D. Missions should be 

'explicitly planning for the transition of 
these nations to self-reliance. This means 
that A.I.D. Mission staff should develop 
transition management strategies as an es- 
sential part of their planning at strategic 

program and project levels, which would 
set a time horizon and benchmarks for 
increasing dependence upon non-USDH 
staff and for increasingly turning over the 
responsibility for management to the host 
country itself. This planning does not oc- 
cur both because the current incentives for 
career enhancement reward Mission 
growth, not transition planning, and be- 
cause the ever-increasing A.I.D. regula- 
tions and procedures governing contracts, 
reporting requirements, and financial ac- 
countability militate against relinquishing 
control-. . 

* Rely mon on forreign service ncrtionczl 
(ESN) stan. A.I.D. should rely wore on 
its FSNs to perform many professional and 
support task now performed by USDHs, 
in some cases, exclusively. The assess- 
ment found that USDHs are essential to 
negotiate policy and official agreements 
but that FSN staff can do just about 
everything else, including project design 
and management. Guidance on the use of 
FSN staff needs to be clarified and 
widely disseminated. 

In addition to these overarching 
changes, the assessment recommended a 
number of short-, medium-, and long-term 
options that can result in a more cost-effec- 
tive configuration of overseas USDA staff. 

Short tenn opportunities include the 
following: 

Nust  cumnt USDH staffing imbal- 
unces. While interviews with staff suk 
gested that a large number of factors 
entered into overseas staffing decisions on 
a case-by-case basis, a regression analysis 
of data cwering the last 4 years identified 
two variables, namely, program obligation 
levels and total number of projects in a 
Mission's portfolio, that are statistically 
significant and "explain" 90 percent of 
the variation among Missions in USDH 
levels. Notwithstanding these overall re- 
sults, the regression analysis also identi- 
fied anomalous staffing levels at a number 
of individual Missions. These results sug- 
gest possibilities for reallocating staff. 

Ide* a&iWonal &need developing 
countrks. A .I .D. can now identify coun- 



tries, such as Costa Rica, India, Thailand, 
and 'hnisia, that are capable of managing 
their own development programs with a 
minimum A.I.D. presence of perhaps only 
one USDH and a small support staff of 
FSNs and Personal Services Contractors. 

Assess aims and nduce s t m g  in 
vomble development envimnments. In 
those countries where a significant aid 
level is provided for U.S. political or stra- 
tegic reasons and where the environment 
is unsuitable for a traditional aid program 
due to political instability, a poor policy 
environment, cormptim, -or an uncoup 
erative government, the A.I.D. program 
could be limited to resource transfers re- 
quiring low staff intensity and limited ac- 
countability for performance, such as 
working through NGOs or concentrating 
on participant training. 

Decnase &cumenlotlon and reporting 
requirements. The interviews showed 
there is indeed an inordinate amount of 
time being spent in the field on documen- 
tation preparation and especially on pro- 
ject design. A.I.D. should rigorously 
follow up its present efforts of r d r m  in 
order to minimize this burden on the field 
so that staff can spend more time on the 
important tasks of exercising influence 
and on implementing and monitoring per- 
formance of programs. 

Lessen competition between bunaw and 
MiSs2onr. A. I .D. 's decentralized mode 
breeds inter-Mission and interbureau 
competition for scarce human and finan- 
cial resources, as manifested in the pro- 
gram justification processes required of 
each Mission. USDH Mission staff spend 
excessive time attempting to convince 
A.I.D,/Washington to provide them with 
resources. The assessment recommends 
that one solution to this time-intensive 
process would be to field combined 
A.I.D./Washington and Mission teams to 
assess nads and decide on strategies. 

Me& tern oppofiunities tend to in- 
volve more extensive policy changes or re- 
stnrcturiag. These include the bllowing: 

Establish and expand regional and 
shared sedccs. The Regional Economic 

Development Services Offices in Africa 
present models for rcgionalization of tech- 
nical and support services, which could be 
explored for wider utilization. Support 
services, and wen many of the technical 
services, could be located regionally. 
USAID/Bangkok is beginning to play that 
role, which might be expanded, and Cen- 
tral America provides the opportunity to 
employ this concept to an even greater 
extent. (In the Central America region, 
A.I.D. could eliminate each of the over- 
seas Missions in favor of a single regional 
Mission located in Costa Rica with branch 
offices staffed.by a much reduced number- 
of USDH in the neighboring countries.) 

Focus on what A.Z. D. cloes best. Concen- 
tmte on f m r  development objectives. 
Evaluation interviews confirmed that most 
field personnel feel that each A.I.D. Mis- 
sion would have a greater impact and re- 
quire fewer staff if it reduced its focus to 
those areas of greatest comparative advan- 
tage for A.I.D. in the country. 

Crcate Incentives for flcienty and @kc- 
tiveness. The incentive system for 
A.1.D.b Mission directors needs to be 
changed so that these managers are en- 
couraged and rewarded to run the leanest 
operation possible, consistent with the 
management objectives of program per- 
formance, accountability, and self-reli- 
ance. 

Establish Mission antennae in 
A.I.D.Mbshington. The assessment rec- 
ommends that A.I.D. consider relocating 
to A.I.D./Washington those Mission and 
regional personnel whose functions are 
not related to the requirements of day-to- 
day project monitoring or dialogue with 
recipient-country officials. These person- 
nel would work as Mission antennae in 
Washington and would be responsible to 
the Mission director. 

Intnduce a concept of appmpdizte or 
~ e d ~ c i a l  accountobilily. Much of 
the justification for USDH staff is based 
on A.I.D./Washington and Mission con- 
cern for financial accountability and a per- 
vasive bar of audits, rather than on the 



more practical requirements of basic pro- 
gram management. There is a general per- 
ception that the costs associated with our 
approach to financial accountability ex- 
ceed the benefits we are accruing. The 
assessment recommends that A.1 .D., in 
cooperation with Congress and the Inspec- 
tor General, investigate the concept of 
limited accountability more appropriate 
for overseas operations in the developing 
countries as practiced by other donors. 
In the long tern, the assessment recom- 

mends that A.I.D. 
Zntrvduce a con rUssion concept focused -. 
on strcrtegic objectives. Such a cmcept 
would seek to limit staff to those abso- 
lutely required to achieve the Mission's 
strategic program objectives. This ap- 
proach to work force allocation is similar 
to zero based budgeting, with a USDH 
principal officer as the only given and 
additional USDH program managers es- 
sentially tied to the number and type of 
strategic objectives and the availability of 
qualified local staff. Each program man- 
ager would have broad managerial respon- 
sibilities and would be responsible f i r  all 
phases of activities under his or her stra- 

tegic objective. All other functions would 
be performed by FSN or contract staff, 
supplemented by USDH through telecom- 
munications links and visits from Wash- 
ington or  from regional support offices or 
other Missions. The full applicability of 
this model would depend on adherence to 
the appropriate financial accountability 
concept, as well as adequate availability of 
a combination of qualified FSN and con- 
tract staff plus telecommunications and 
transportation links. 

The Agency has created a senior com- 
mittee (deputy assistant administrators from 
all bureaus) to review the management impli- 
cations of this assessment. The committee is 
identifying those management changes that 
can be adopted without further study and 
those that will require additional review. 

Performance Based Budgeting 

In response to requests by the Office of 
Management and Budget and concerns of 
Congress, A.I.D. recently began developing 
an approach for basing its budget decisions 
upon some measure of performance. In order 
to assess the effectiveness of A.I.D.'s ap- 
proach, CDIE commissioned a review by an 
expert on public budgeting. He looked at 
A.I.D.3 recent attempts in light of the his- 
tory of performance based budgeting (PBB) 
in the U.S. Government, A.I.D.3 past efforts 
to relate. budget to. performance, and the 
particular challenges that A.I.D. faces in 
putting such a system in place. The study's 
key findings have been shared with senior 
managers within A.I.D. responsible for 
budgeting and programming decisions. 

Findings 
Budget Allocations Among Countnks. 

A.I.D.3 current approach to allocating funds 
among countries is based on the notion that 
a country with favorable conditions (macroe- 
conomic policies, political institutions, etc.) 
will make more productive use of U.S. assis- 
tance than will a country with less favorable 
conditions. This "climate for investment" 
strategy is not true PBB, because it is based 
on conditions not always subject to A.I.D.3 
influence and does not link resource alloca- 
tions to the results of A.I.D.'s programs. 
Tbe current approach, combined with an 
additional measure of need, might be very 
useful for determining country-funding lev- 
els, however, when supplemented by in- 
formed political judgment. Country 
allocations could then be finalized on the 
basis of expected performance. 

Budgct Allocations Among Rvgmms 
W i n  Countlfes. PBB should be used prin- 
cipally to allocate funds within-ot among 
--countries. Such a system needs to be based 
on the contribution of programs and projects 
to the development of the country. Project 
plans and proposals should detail expected 
performance, measured in terms of change 
from baseline or current levels. 

Relationship with Congms. A. I .  D. 's 
relationship with Congress also needs to 
change for PBB to be implemented effec- 



tively. Congress needs to articulate clear program results against these objectives 
foreign assistance goals and to reach consen- (with less congressional micromanagement 
sus with A.I.D. on the Agency's broad pro- and fewer earmarks) in return for better ac- 
gram objectives. A.I.D. will require greater countability for program and project results. 
flexibility in allocating resources based on 



4. Further Steps in Strengthening 
Performance Monitoring 

and Evaluation 

Effectively managing for results will re- 
quire a continui~.cornmitmeat by the. 
Agency for International Development 
(A.1 .l2) managers at all levels to the princi- 
ples of strategic management. The Center for 
Development Information and Evaluation's 
(CDIE) responsibility is twofold in this re- 
gard: to provide senior management with 
performance monitoring and evaluation in- 
formation useful for making decisions and to 
provide technical assistance to bureaus, Mis- 
sions, and central offices to improve their 
own perfbrmance monitoring and evaluation 
systems. Over this next year, we expect to 
enhance the value of program performance 
information by expanding program coverage, 
improving data quality, strengthening evalu- 
ation impact analysis, and improving dis- 
semination. Some of the activities planned 
to achieve these objectives are outlined be- 
low. 

Evaluating Program 
Performance 

CDIE plans to increase the value of 
evaluations to management in several ways. 
First, we will ensure that our evaluation stud- 
ies address the key questions of interest to 
senior management. To this end, we will 
work closely with A.I.D.'s senior manage- 
ment to make certain that the Evaluation 
Agenda adequately , reflects their concerns 
and interests. Second, we will ensure that all 
CDIE evaluations contain sections that for- 
mulate actionable steps for A.I.D. managers. 
Third, we will work closely with other parts 
of the Policy Directorate, as well as the 
operating bureaus and offices, to ensure that 
relevant evaluation findings are available for 

use in budget and program decisions. 
Fourth,. we will. develop improved guidance 
for all of A.I.D. 's decentralized monitoring - 
and evaluation activities, implement ex- 
panded monitoring and evaluation training, 
and prepare practically oriented "how to" 
manuals in key monitoring and evaluation 
areas. Finally, we will continue collaborat- 
ing with the operating bureaus on their evalu- 
ation programs and assure that our work is 
complementary and mutually reinforcing. 

Monitoring Program 
Performance 

Making performance information more 
useful to managers not only requires improv- 
ing the quality, availability, and relevance of 
program performance data, but also better 
linking this information to project and finan- 
cial data. 

Linking Program, Project, and 
Budget Data 

Better linkages between program per- 
formance and financial data are essential for 
improved management and are explicitly re- 
quired in the reporting requirements of the 
Chief Financial Officers Act. Such linkages 
will only be possible, however, if program, 
project, and financial reports include well- 
defined and comparable information. Over 
the coming year, CDIE will work closely 
with A.I.D.*s budget offices to better link 
performance and resource data by modifying 
key tables in the Annual Budget Submission 
(ABS) that report project activities, funding, 
and staffing levels against strategic objec- 
tives and program outcomes for each Mis- 
sion and office. 



Strengthening Program Perform- 
ance Information 

CDIE and the operating bureaus and 
offices will continue collaborating efforts to 
more clearly articulate program objectives 
and better measure progress toward meeting 
them. 

During FY 1992, we clustered Mission 
objectives and assessed the utility and va- 
lidity of the indicators being used to moni- 
tor performance in each cluster. This 
year, we have worked to refine strategic 
plans and performance monitoring efforts. 
In the spring we are planning a series of 
workshops to share experience in develop- 
ing performance indicators and in getting 
and using program performance informa- 
tion across Missions and bureaus. 

In cooperation witb the Office of Informa- 
tion Resources Management, we are de- 
veloping automated syskms that will make 
similar performance information from all 
Missions and offices easily accessible. In 
the interim, we will seek the greatest com- 
parability possible through the ABS proc- 
ess. While most program performance 
information is being gathered by Missions 
and offices, some additional centrally 
managed data collection-dong the lines 
of current Demographic and Health Sur- 
veys--may also be needed. 

Better performance information has a 
cost, and the Agency will have to ensure 
that sufficient resources are allocated for 
monitoring and evaluation (for example, 
see the A.I.D./OMB SWAT Team Recom- 
mendations). Through revisioas in the 
ABS, we are developing mechanisms to 
more accurately track and report on how 
resources are being used for monitoring 
and evaluation Agencywide. 

Clarifying Who Benefits from De- 
velopment 

A.I.D. has always been concerned with 
how programs impact on people, and even 
more, how they a h t  certain groups of peo- 
ple, such as the poor and women. In this 
regard, CDIE will continue working with 
Missions and offices to develop peoplesri- 

ented, gender-disaggregated indicators 
whenever possible. For circumsta~lces in 
which "people level" indicators are not fea- 
sible or appropriate, we are developing other 
approaches, such as "linkage" studies, to 
better understand the impact of A.I.D.'s de- 
velopment programs on people. CDIE and 
the Africa Bureau have initiated pilot studies 
to learn more about who benefits from policy 
reform, trade and investment, and environ- 
mental programs. We will initiate additional 
studies this year and develop model scopes of 
work for related monitoring and evaluation 
efforts. 

In coordination with other ongoing 
Agency efforts, CDIE also expects to begin 
reporting on selected countrywide economic 
and social indicators for all countries in or- 
der to provide a broader context for interpret- 
ing the results of A.I.D. development 
interventions. Ongoing efforts include the 
compilation of country statistics for each 
region by CDIE's Economic and Social Data 
Service, implementation of the Agencywide 
Executive Information System, and bureau 
performance based budgeting exercises and 
country allocation studies. 

Expanding - PRISM 
Coverage 

In addition to improving the quality of 
program performance information, program 
coverage will also be expanded in 1993. By 
the end of the year, PRISM should include all 
of A.I.D's significant country programs (ex- 
cept for a few small programs and base rights 
countries). In addition, coverage of all cen- 
tral programs is planned by the end of 1994. 

Next Year's Program 
Performance Report 

Next year's program performance report 
will include more Missions, more data on 
performance results, an analysis of objec- 
tives and perhrmance in the context of re- 
source allocations, and the key findings from 
program evaluations undertaken throughout 
the Agency. Most important, if A.I.D. man- 
agers at all levels continue improving the 



performance management systems upon management with a much enhanced basis for 
which this exercise so depends, next year's strategic decision-making. 
performance report should provide senior 



Appendix A 
Cluster Definitions 

What Clusters 
Represent 

The economic development theme in- 
cludes 85 strategic objectives reported by 53 
of the 55 Missions, which are grouped into 
the following clusters (see appendix ta- 
ble): 

Increasing W u e t i o n  and Plloductiv- 
&. This cluster represents strategic objec- 
tives aimed at increasing production or 
productivity by increasing investment and 
the efficiency of domestic markets. This in- 
cludes strategies fbr increasing private busi- 
ness sector investment and overall private 
sector growth. Many of the strategic objec- 
tives in this cluster are oriented toward the 
agricultural sector. 

Zncmusing Ihtenutdonal IMk.  This 
cluster captures objectives that seek to im- 
prove international competitiveness and the 
balance of trade and to increase and diversify 
exports. Strategies usually hcus on reform of 
the regulatory and policy environment re- 
lated to trade, but may include privatiziig 
export industries, facilitating private sector 
investment in export industries, improving 
export-marketing information services, em- 
powering trade associations, and transfer- 
ring technology. 

Zmpdng the PoIieg/Enabltng End- 
mnnrent. This cluster encompasses objec- 
tives such as structural adjustment and 
stabilization, ftnance and trade liberaliza- 
tion, macroeconomic and sector policy re- 
form, and physical and institutional 
infrastructure strengthening, which are di- 
rected at improving the enabling environ- 
ment for economic growth. Strategies 
involve areas where gwernment interven- 

tions need to be revoked or altered (e.g., 
macropolicy reforms, privatization, deregu- 
lation) and areas where government interven- 
tions need to be strengthened (e.g., public 
services and infrastructure development). 

Zncrtasing Economic - Participation. 
The objectives in this cluster seek to achieve 
more equitable income distribution and ac- 
cess to credit and the means of production 
and to remove constraints against the eco- 
nomic participation of certain target groups 
(e.g., women and low-income groups). 
Strategies focus on training and other forms 
of education, providing access to credit, de- 
creasing market distortions, and marketing. 
Commonly, the strategies are directed to- 
ward micro-, small-, and medium-sized 
enterprises. 

The 53 Missions reporting strategic ob- 
jectives under the economic development 
theme include all of the Africa and Asia 
Missions, 18 of the 19 LAC Missions, and all 
but one of the NE Missions. A more detailed 
tabulation of economic development objec- 
tives by cluster and region is provided in 
Appendix C. 

Human Development 
The human development theme com- 

prises 50 strategic objectives from 38 Mis- 
sions categorized into clusters focused on the 
following: 

Zmprmting Child Survival and  mate^ 
nal Health. This cluster captures objectives 
that seek to influence directly the health and 
survival of infants, children, and women of 
childbearing age. Most Missions have strate- 
gies addressing the most significant causes of 
child death, such as vaccine preventable dis- 
eases, diarrheal disease, acute respiratory 
infection, and malaria. Some Mission strate- 
gies reflect dforts to improve nutrition prac- 
tices; provide better access to potable water 



and sanitation; expand prenatal care, encour- 
aging breastfeeding; and enhance the quality 
and sustainability of child and maternal 
health services. 

Reducing the Incidence of AIDS and 
Other Selected Diseases. This cluster en- 
compasses Mission objectives focusing on 
reducing the transmission of epidemic dis- 
eases that are significant heslth threats in 
some countries, specifically HIVIAIDS, ma- 
laria, and cholera. Mission strategies for 
achieving the reduction of HIVIAIDS com- 
monly include efforts to change sexual prac- 
tices through public awareness programs. 
Missions focusing on a reduction in the inci- 
dence of other life-threatening diseases pur- 
sue a variety of strategies, such as better 
detection systems, proper treatment, and im- 
provement in potable water and sanitation. 

Imprinting He@ Systems. This cluster 
includes Mission objectives that seek to im- 
prove the long-term viability of health we 
delivery systems. Strategies typically focus 
on improving qaality and sustainability. 

Imprmting F&y P b m h g .  The strate- 
gic objectives found in this cluster typically 
seek to d u c e  fertility rates and increase 
access to and use of contraceptives and fam- 
ily planning services. Missions are promot- 
ing contraceptive use by increasing the 
demand for and supply of family planning 
services and improving service quality and 
sustainability. 

Impmhg Basic Education. This clus- 
ter includes strategic objectives focusing on 
increasing the accessibility and quality of 
basic education. Strategies typically include 
improving access to and enrolllments in pri- 
mary schools. In countries where basic edu- 
cation is more advanced, emphasis shifts to 
educational quality, including improvement 
in completion rates, efficiency, and student 
achievement. 

Of the 38 Missions reporting strategic 
objectives in the human development theme, 
18 are from Africa, 6 are from Asia, 10 are 
from LAC, and 4 are from the NE. A more 
detailed tabulation of human development 
objectives by cluster and region is provided 
in Appendix C. 

Is "Focus and 
Concentrate" Working? 

Agency policy encourages Missions to 
focus on fewer objectives and to concen- 
trate program strategies, activities, and re- 
sources on their achievement. PRISM data 
for FY 1992 show that Missions, on aver- 
age, have about 3.4 strategic objectives 
compared with about 5.8 strategic objec- 
tives in FY 1991. The average number of 
strategic objectives per Mission in FY 
1992 does not show great variation among 
regions. The average is 3.0 for Africa and 
NE, 3.5 for Asia, and 3.7 for LAC. While 
this suggests that the Agency's strategic 
planning efforts are beginning to take hold, 
artifical limits on the number of strategic 
objectives can be counterproductive. A 
number of Missions, for example, have 
developed very broad strategic objectives 
that are little more than labels under which 
they have lumped diverse activities. 

Environment and Natural 
Resources Management 

This theme includes 30 strategic objec- 
tives from 29 missions aimed at the fol- 
lowing: 

Impnwlng Natuml Resourns Manage- 
men!. This cluster includes strategic objec- 
tives that focus on improved management 
and use of natural resources to conserve and 
protect the environment and enable sustained 
economic growth. Strategies include effbrts 
to directly improve management practices 
and policies fostering sustainable use of natu- 
ral resources and to strengthen the capacity 
of public and private entities involved in 
natural resources management and conserva- 
tion. 

Reducing Envhnmentcrl Dcgmdation 
and Donurge. This cluster captures those 
strategic objectives focusing on reversing the 
already deteriorated state of the environ- 
ment. Strategies directly address indiscrimi- 
nate practices that have degraded the 
environment and typically involve clean up 



activities and setting new eavironmental 
standards and policies. 

Most Missions in LAC have a strategic 
objective in this theme, with 14 out of 19 
Missions working in this area. By compari- 
son, 6 out of 10 Asia Missions, 6 out of 20 
Africa Missions, and 3 out of 6 NE Mis- 
sions have environmental objectives. A 
more detailed tabulation of environmental 
objectives by cluster and region is provided 
in Appendix C. 

The democracy and governance theme, 
a fairly recent emphasis h r  A.I.D., includes 
20 objectives from 19 Missions focused on 
the hllowing: 

Strengthening Democratic Repre- 
sentation. This cluster encompasses Mission 
strategic objectives aimed at increasing the 
participation of citizens in the formation and 
implementation of public policy and in estab- 
lishing peaceful and stable forms of political 
competition. Mission strategies typically in- 
clude support for strengthening free and 
open electoral processes, improving the effi- 
ciency and representativeness of legislative 
bodies, and broadening civic participation in 
the political process by improving the capac- 
ity of voluntary, grassroots organizations to 
influence political processes. 

hmoting h w E J  Covcmance. This 
cluster includes strategic objectins seeking 
to establish formal constraints on the actions 
of civil servants, the military, and police and 
to support legal processes that contribute to 
peaceful and predictable social and economic 
interaction. Two sets of Mission strategies 
emerge: support for a fair and efficient judi- 
cial system to improve the administration of 
justice and support for more responsive and 
accountable governments. 

Encoumging Dcmocmtk Wues. The 
objectives in this cluster seek to support the 
emergence of basic democratic values, such 
as tolerance, respect for minority rights, 
value of political compromise, and accep- 
tance of majority rule. Mission strategies 
typically center around civic education and 
public awareness dforts, leadership training, 

and efforts to promote freedom of the press 
and other media. 

Supporting Respect for Human Rights. 
The objectives in this clusar focus on estab- 
lishing procedures to protect the integrity 
and basic rights of the individual. The most 
common Mission strategy is monitoring hu- 
man rights violations and increasing public 
awareness. 

Of the 19 Missions reporting a total of 
20 strategic objectives under this theme area, 
nearly three-fiurths or 14 are from LAC, and 
the remaining 5 are from Asia. As of June 
1992, no Missions in Africa or NE had 
reported strategic objectives in any of the 
democracy clusters. Strategic objectives un- 
der the democracy and governance theme 
tend to be broadly stated and to encompass 
diverse program outcomes. As a result, 13 of 
the 20 Mission objectives were categorized 
under two or more democracy clusters. This 
double-counting yielded 39 distinct democ- 
racy strategic objectives that are categorized 
under democracy clusters. A more detailed 
tabulatiofi of democracy objectives by cluster 
and region is provided in Appendix C. 

Other Characteristics of 
A.I.D. Programs 

Some clusters are more clearly dejined 
than others and pmvide a better basis fir 
Agencywide summanurnmanes and comparisons. 

Clusters are only as strong as the strate- 
gic objectives they represent. In some cases, 
particularly under the economic and human 
development themes, Mission strategic ob- 
jectives were easily grouped into Agency- 
wide clusters. In other program areas, 
particularly under the democracy and gov- 
ernance and the environment and natural 
resources management themes, clustering 
was much more problematic, either because 
Mission objectives lacked clarity and preci- 
sion or because strategies were vague or 
highly variable across Missions. 

The variability of objectives within indi- 
vidual clusters influences their value for 
comparing programs across Missions. Some 
clusters, such as international trade and child 



survival, encompass a relatively narrow 
range of well-defined Mission objectives, 
strategies, and indicators, making useful 
summaries and comparisons possible. Other 
clusters, such as production aad productiv- 
ity, democratic values, or environmental 
quality, encompass a wide range of dissimi- 
lar objectives, strategies, and indicators, 
making summaries and comparisons diffi- 
cult. This may suggest that better strategic 
planning is needed to develop more precise 
objectives and focused strategies in these 
areas, or it may simply reflect the immaturity 
of A.I.D.*s programs in these areas, the 
weakness of underlying development theory, 
or the diversity of country circumstances. 

Economic development pmgnuns a n  a 
priority jhr most Missions, but maq otjec- 
tives in this area seem overly ambitious jhr 
the midterm. 

Most Missions have economic develop- 
ment objectives that account for a large per- 
centage of Mission budgets. In many cases, 
the economic development strategic objec- 
tives appear to be merely labels for diverse 
sets of activities and program outcomes that 
do not seem logically linked to the objec- 
tives. This problem is particularly prevalent 
in the production and productivity cluster, 
where increasing national income and em- 
ployment are common Mission objectives; 
without more coherent strategies, these ob- 
jectives seem very ambitious to achieve in a 
5 to 8 year time frame, 

There are, however, numerous cases 
where Missions have articulated more fo- 
cused economic development objectives and 
strategies. Programs in increasing interna- 
tional trade, for example, share the same 
tested strategies. A number of Mission objec- 
tives related to increasing private investment 
share a common emphasis on interest rate 
reform, regulatory reform, and financial 
market reform. For Missions attempting to 
increase agricultural production, technology 
transfers and rnarketsriented policy reforms 
appear to be common. 

Human dmlopmnt prvgmms a n  quite 
similar acrvss cowrtnes and benefit fiom 
better-than-awmge pc@ormance monitor- 
ing. 

Most of the strategic objectives under 
the human development theme are fairly nar- 
rowly defined, and similar objectives are 
pursued through similar program strategies 
throughout the world. Child survival and 
family planning, for example, represent par- 
ticularly welldefined programs. Even when 
Missions have identified very high-level hu- 
man development objectives to capture what 
appear to be several different programs un- 
der a single label (e.g., achieving smaller, 
healthier, better educated families), it is still 
fairly easy to distinguish family planning, 
child survival, or other programs by examin- 
ing program outcomes. An early investment 
in data for monitoring (as evidenced by the 
Demographic and Health Survey) has meant 
that the indicator data for human develop- 
ment programs are often more comparable, 
accessible, and reliable than those for other 
Agency programs. 

Democmq and governance programs 
tcmain wty mrrch in a@nnative stage. 

Most Missions are having a difficult 
time formulating clear objectives and tight 
strategies in the democracy area, perhaps not 
surprisingly, given the weakness of underly- 
ing political development theory, A.I.D. *s 
limited experience, and the lack of a clearly 
defined A.I.D. role. Some Missions have 
articulated high-level democracy and govern- 
ance objectives to label a diverse range of 
disparate activities. Other Missions have fo- 
cused more narrowly in the areas of lawful 
governance and democratic representation, 
where A.I.D. has more experience. The 
amount of resources Missions are allocating 
to these programs is relatively small given 
the ambitious scope of some objectives. 

Environmental and economic objectives 
ofin ow@. 

There is a natural overlap between envi- 
ronmental and economic objectives. Natural 
resources are frequently important inputs 
into agricultural production and, if those in- 
puts are depleted, production and incomes 
can decline. Similarly, production and pro- 
ductivity can decline if environmental re- 
sources, such as water, become a health 
hazard. Consequently, most Missions with 
environmental objectives focus on improving 



resources management for sustainable devel- 
opment. Conversely, about half of the Mis- 
sions with economic development objectives 
of increasing agricultural production are 
concerned with the sustainability of produc- 
tive inputs. 

Mission objectives do not alwys Mect 
cenrml ofice activities. 

Mission strategic objectives often do not 
encompass central program objectives, even 
though central offices fund major activities 
in that country. Several child survival prior- 
ity countries (as designated-by the Research. 
and Development Bureau) do not, for exama 
ple, have Mission child survival objectives. 
Similarly, many Missions have not yet in- 
tegrated public law (PL) 480 activities into 
strategies to achieve their strategic objec- 
tives, but simply list PL 480 funds as other 
activities. Nor have many Missions focused 
the impact of their PL 480 resources directly 
on food security, although hod security is a 
mandated objective under PL 480 legisla- 
tion. Although PRISM has not yet worked 
systematically with central offices, several 
have expressed strong interest in addressing 
these issues. 

Missions' pmgmm priorities do not ap- 
pear to be jirlly rejected in Mission budget 
p h s .  

Available but partial Mission budget 
data b r  FY 1993 (as reported in the FY 1994 
ABS) suggest an uneven distribution of re- 
sources across clusters relative to the distri- 
bution of strategic objectives. This might 
reflect real imbalances, unavoidable lags in 
funding new activities, or inherent differ- 
ences in the level of resources needed to 
pursue different objectives. 

What Clusters Do Not Capture 
This year's PRISM clusters capture the 

vast majority of strategic objectives in the 
PRISM database, except fir  a handful of 
country-specific activities, such as canal 
management in Panama. There are, however, 
other important Agencyw ide concerns--such 
as humanitarian assistance, food security, 
pwerty alleviation, and development-ori- 
ented research--that are not usually identi- 
fied as Mission objectives and therdbre are 

not captured by current PRISM clusters. 
While some information relevant to these 
concerns can be gleaned from the PRISM 
database (for example, by analyzing which 
Mission objectives contribute to what higher 
level Agency goals), PRISM will never be 
able to answer every possible question about 
every A.I.D. program. In many cases, 
deeper understanding will require additional 
data collection, research, or evaluation. 

Some Agencywide concerns can be ad- 
dressed within the PRISM framework. 
PRISM technical assistance, h r  example, 
helps Missions measure performance in gen- 
der disaggregated terms whenever possible 
and appropriate. Other Agencywide con- 
cerns may be more fully reflected in PRISM 
clusters as central programs are more sys- 
tematically covered over the coming year. 

Problems With Clustering 

Although the 15 PRISM clusters pro- 
vide an initial framework for reviewing pro- 
gram performance, the extent to which 
clusters represent welldefined categories for 
Agencywide summaries and comparisons 
varies. 

One problem is that objectives and 
strategies are much more homogeneous in 
some program areas than in others. Most 
strategic objectives under the economic and 
human development themes, for example, 
were fairly easily organized into clusters. 
However, in the democracy and environment 
areas, Mission strategic objectives tend to be 
broadly stated, to encompass diverse activi- 
ties, and to be more difficult to categorize 
neatly into clusters. Here, clusters were de- 
fined as much on the basis of development 
theory, Agency policy, and technical exper- 
tise as on IMhlrd empirical groupings. 

Another problem in trying to cluster 
strategic objectives is that some objectives in 
a given cluster are far more ambitious than 
others. For example, while one Mission may 
aim to "improve the economic policy envi- 
ronment," another Mission may seek to "in- 
crease overall private sector production" or 
even "national economic growth." This 
means that what may be a strategic objective 
for one Mission might elsewhere be a pro- 



gram outcome--one aspect of a broader 
strategy--to achieve a more ambitious objec- 
tive. While more ambitious objectives may 
appropriately reflect different resource lev- 
els, related activity by other donors, or host 
country circumstances, they may also repre- 
sent outcomes that are simply beyond a Mis- 
sion's manageable interest. 

In program areas where A.I.D.'s under- 
standing of development problems is good, 
where A.I.D. has substantial expertise, and 
where central offices are well established, 
Mission objectives tend to be more focused 
and similar. In areas where A.I.D. has less 
experience, where understanding is weak, 
and where central programs are less well 
defined, Mission objectives tend to be more 
diverse and less focusad. To a large extent, 
difficulties in clustering simply reflect the 
diversity of program initiatives that emerge 

from A.I.D. 's decentralized approach to pro- 
gramming. However, unnecessary or inap- 
propriate diversity can be reduced to the 
extent that A.I.D. systematically applies con- 
sistent strategic planning principles. 

Final Observations 

While A.I.D. Missions are pursuing a 
broad range of objectives represented by 
PRISM'S 15 clusters, the distribution of ob- 
jectives across clusters reveals clear Mission 
priorities in the areas of economic develop- 
ment and human development. These two 
themes and their nine clusters represent 
nearly 75 percent of all Mission strategic 
objectives. These are also the program areas 
where A.I.D. has the greatest experience and 
the most clearly defined strategies. 



CLUSTER DEFINITIONS 

1. Imprwing Child Survival and Maternal Health 

- 

2. Reducing I .  of AIDS and Other Selected 
Diseases 

5. Immmim Basic Educatim 

lncnasing production or productivity by incnasing the efficiency of domestic 
m m ,  pmgmms with strategies in this cluster arc aimed at privatization and 
incnasinn investment in business and agriculture. 

Improving international m m p t i t i v ~ ~ ~ s s  and the balance of &a&, and, 
espedall$ increasing and dik~ifying tmditiorial and non-traditional exports. 

Impwing the enabling cnvircmnent f a  economic growth, such as structural 
adjustment and stabilization. Anance and tra* liberalizadm. mac~oeconomic 
and sects policy reform, and physical and institudoclal infrastnrctum 
mm@edng. Major strategies M u &  support f a  policy n f m  and 
improving government services and infmtxuctbm. 

Targeting investment broadly to achieve mm'equitable inamc distributian, 
crcdit flows, and ownership of the means ofppduction; particular target 
population8 may be distinguished by cthnicity or gender, by the size of their 
productive assets, by inccxne, or by other sim4ar criteria. 

Influencing the health and survival of infants, children, and women of child- 
bearing age; decreasing Mmt, child, and maternal mortality thmgh 
i m m d z d o a  oral rehydration therapy. nutrition, and good health pracdces. 

Pnvcnting and controlling the spread of HIV/AIDS and other life-threatening 
diseases, notably malaria and cholera. 

Impwing overall health systems, including the sustainability of services, their 
tffidencv. and aualitv. 

Improving family planning senrices. including increased access to and use of 
COIltra~~Ution. 

Increasing the accessibility and quality of basic education. 



I 3. Supporting Respect of Human Righu 

I 1. Impwing Natunl Rcsaucu Management 

I 2. Redwing Envinrnnental Degradation and Damage 

Incnrwing the participation of citizens in the formadm and implementation of 
public policy; mrppordng the establishment of peaceful and stable fomra of 
political canpetition. inctudts strengthening electoral and legislative 
proceduns and civic participation. 

Establishing formal oonstraints on the actions of civil servants, the military, and 
police; supporting legal processes which contribute to peaceful and pdctable 
lrocial and cumanic interaction. Includes qngthcing the judiciary system 
( ~ t i m  of justice) and imprwving tht'replt~~ntativencss and 
accountability of national and local government. 

l3mblmbg 8 framevoN of pnadllm that /no(cas the integity of h e  person 
and the exerciae of basic human rifhts. 

Supporting the anergcnce of basic demamtic values (e.g., tolerance for 
diverse opinions, the value of political camplomist, ltccepance of majority rule 
and respect f a  minority rights and gender, supremacy of civil authoFity over 
the military) through civic education and a w k c s  pograns, leadenhip 
traininn. and a fnc media. 

Managing and using existing natural resources in order to COI~SCTV~ and protect 
the cnvimment. Includes strategies contributing to the establishment and 
implanentatim of policy incentives, regulations, and practices that foster the 
mtainable use of nahval nmrces. 

Reversing the alrtady deteriorated state pf the environment; directly addresses 
indiscriminate practices which have alrready &graded the environment (e.g., air 
pollution, defornon). 



APPENDIX B 
Strategic Objectives by PRISM Clusters 

Increasing Ptoduc tion/Produc tivity 
Increasing International Trade 
Improving PolicylEnabling Environment 
Increasing Economic Participation 
Improve Child Survival and Maternal Health 
Reduce Incidence of AIDS and Other Selected Diseases 
Improve Health Systems 
Improve Family Planning 
Improve Basic Education 

I Objective 
0 Double Counted Obkctivc 

Afghanistan I x  1. 
Argentina I I 
Bangladesh .a 
Belize 

Bolivia 
I 

Botswana I x  1. 

Burundi 

Cameroon 

Chad 

Strengthening Democratic Representation 
Supporting Respect of Human Rights 
Promoting Lawful Governance 
Encouraging Democratic Values 
Improving Natural Resources Management 
Reducing Environmeiltgl Degradation and Damage 

Other Objectives 







Status: X indicates that the strategic plan is not approved or is under revision or that a program is "in flux" (as of June 1992). 



APPENDIX C 

Number of Strategic Objectives by Clusters 

11 TElEME 1: ECONOMIC DEVELOPMENT 

11 1. Increasing RoductiorJRoductivity 

1 2. Iocreasiog International Trade 

11 4. Increasina Economic PiuticiDation 

Strategic Objectives by Region 

Total AZrica M a  LAC NE 

34 17 8 5 4 

20 6 1 10 3 

23 6 6 9 2 

TBEME 2: HUMAN DEVELOPMENT 

1. Improving Child Swival 
and Maternal Health 

2. Reducing Incidence of AIDS 
and Other Selected Diseases 

3. Improving Hcalth Systems 

4. Improving Family Planning 

5. Improving Basic Education 

Strategic Objective by Region 

I THEME 3: DEMOCRACY AND GOVERNANCE . 

3. Pmmotioa Lawful Govcrnana 

Strategic Objectives by Region I 

I THEME 4: ENVIRONMENT AND NATURAL 
RFSOURCES MANAGEMENT 

Strategic Objectives by Region 

CLUSTERS 
I I 

1. Improving Natural Resources Managemot I 5 1 14 
I I I 

2. Reducing Envirommtal Degradation and Damage I 8 1 1 I 2 1 3 

Note: Some Miriaar bave more tban ope strategic objective within a given clurta; therefore, in mme cues, Lett arc more 
rlrarcaic objectivto in r cluster than the ntlmber of Minrionr punuiag rucb objectives. A h  in mme cases strategic objectives 
bave been counted under mom than one cluatcr. Tbir o c m  when 8 hhrioa'r rhrtegic objective doer not fit neatly withiin r 
ringk cluster, but hted encompysu a broader m g e  of program hvolviag mare &an one clurter. The number of strategic 
objectives per theme rcpartsd in the text excluder double counting rcrorr tbe clurtar within tbat theme. 



APPENDIX D 

Table D-1 Selected Performance and Financial Data for International 
Trade Cluster 

Average 
pwram 
Funding' 

Misskn (W.S. OOOs] 

Argentina N/A' 

Bolivia 2723 

Expected Expected Averags 
Resutt Annual Increase 

Baselineb Value Over Baselineb 
($US. millions) I Value (Y-1 I (Y-1 I (~mntage)  

I I I 

J3pom to the U.S. 1 1,368 (1991) ( W A ~  Nl A 
I I 1 

Cam-1 7,467 

Dominican 10231 
Republic 

Ecuador 11,129 

EsVpt 8lSOO 

Gambia 3,790 

Ghana 25.476 

NIA 

Total exports 

Nontraditional exports 310 (1990) 

N/A I NIA 

Agricultural exports 78.8 (1985) 

Guatemala 1 5,984 Nontraditional exports 240 (1989) 616 (1997) 20 

NIA N/A N/A Nl A 

Export earnings from 
manufacturing 

Selected agricultural 
exports 

Real value of 
W d W  exports 
NIA 

Honduras I """ NIA 

Jamaica 1 7.085 

N/A 
NIA 

Morocco I 15.062 NIA 

Nicaragua 
-- - 

NIA NIA 

Nontraditional exports I 157 (1989) ( 217 (199311 10 

Philippines 102,443 

26,239 

Notes: 

Nontraditional upom 1 3,988 (1989) 1 NIA 

NIA I NIA 1 NIAI NIA 

'Rogram funding is a 3-year average of Mission resources for the 1992-1994 period in tho\rsanWof 
dollars. Centrally or regionally allocated resources not included in this analysis. 
bciicator. baseline, and expected results data come from annual program performance documents subnutted 
by Missions to regional bunaus for FY 1992. For purposes of illusuation, one indicator for each Mission 
was selected to desaibe progress. Excluded from the table is information for those Missions with strategic 
plans nat approved by their burtau dr with programs "in flux" in June 1992. 
W A  = data not available. 



Table Dm2 Selected Performance and Financial Data for Child Survival 
and Maternal Health Cluster 7 Bolivia 

Expected 
Absolute 
Annual 

Decrease in 
Infant Deaths 
(per 1,000 live 

births)b 

Ejtpected 
Result 
Value 
(year) 

85 (1993) 

Baselineb 
Value 
(year) 

151 (1972) 11.006 I IMR 

N/A IMR 

Guatemala I 
Honduras 

Malawi 

IMR 

NIA NIA 

1.083 I IMR 

12.833 I IMR NIA NIA 

Niger Percent of children 
vaccinated against measles 
at one year 

Diarrheal disease i nddence: 
five project distrids 

IMR NIA 

8,720 1. IMR 

4567 1 IMR NIA NIA NIA 

Notes: 
'Ro&ram funding is a 3-year average of Mission resources for the 1992-1994 period inAthousands of U.S. 
dollars. Centrally or regionally allocated nsources arc not included in this analysis. 
bdicator, baseline, aad expected results data come f h m  annual program performance documents 
submitted by Missions to regional bureaus for FY 1992. For purposes of illustration, one indicator for each 
Mission was selected to describe progress. Excluded from the table is information for those Missions with 
strategic plans not approved by their bureau or with programs "in flux" in June 1992. 

~ b , - ~ ~ a v ~ a b l e - .  - - - . - -. - - -- - - --. . ---- --- - . - -- - ----. -----. 



I Table D S  Selected Performance and Financial Data for Family 
Planning Cluster 

8 Expected 
Expected Average Annual 

Funding Baselineb Resutt Increase Over 
Mission ($US. Ooos) lndicatop Val- (year) Value (year) Baselineb 

Bangladesh 28,200 BR(modem) 25 (1986) 47 (1995) 2.4 

Bradl N/A' CPR (by method) N/A NJA NI A 

Ecuador 2,3300 CPR (all) 53 (1989) 60 (1997) -9 

EsYP~ 8300 BR(m0dem) 49 (1992) 53 (1997) .8 

El Salvador N/A 8 R  (modem) 47 (1988) 55 (1998) .8 

Ghana 4,700 CPR (all) 128 (1988) NIA NIA 

Guatemala 6,000 CPR (modem) 27 (1991) 32 (1996) 1 

Guinea 2,200 (all) 2 (1990) 5 (1994) .75 

Honduxas '2,300 CPR (all) 41 (1987) 52 (1995) 1.4 

India 20,000 CPR (dl) WA N/A NIA 

Jamaica I 1 55 (1990) 1 58 (1995) 1 .6 

Jordan I 2,000 

Mexico (target 

(modern) N/A NI A NIA 

CPR ( a  17 (1984) 35 (1995) 1.6 

aJR (dl) 1 (1984) , 19 (1995) 1.6 

CPR (modem) 1 35 (1991) 1 60 (1997) 1 4.2 

( 
Rwanda 2200 

Senegal I 8,100 

Swaziland I 
Tanzania I 4.700 

CPR (modern) I NIA 

cPR (all) 3.7 (1988) 14 (1994) 1.6 

cPR (modern) 6.7 (1986) 15 (1995) .8 

CPR (modem) 17 (1988) 30 (1995) 1.9 

CPR (all) 5 (1988) 10.5 (1995) 

Notes: 
I 'Rogram funding is a 3-ym avkkigc-of Midon ~~k-for-t&"1992-1994 period in thousands of US. , dollars. Centrally or xegioiiallp1Ocatcd r c s o ~ r c e s i i a u i  ih t&-iuidysis.- 
%dicata, baseline. and expected results &a emu 6mm annual pgram performlace documents 

1 submitted by Missions to IC@O~~~-OI-M-~~~LW pposes&iUustr;ltion, one indicator for each 
Mission was selected to desaibe prognss. Excluded from the table is information for those Missions with 
strategic plans not approved by the bureau or with programs "in flux" In June 1992. 
W A  = data not available. 



Table D 4  Selected Performance and Financial Data for Basic 

Mission 

El Salvador 

Ghana 

Guatemala 

Guinea 

Honduras 

Lesotho 

Malawi 

Mali 

Pakistan 

Uga0d;r 

Notes: 

Education Cluster 
Awmqe Baselineb Expected ResuH 
Funding' IndicatoP Value (year) Value (year)b 

($US. om) 
WAC Achievement test scores N/A N/A 

Primary school coanpletim 
N/A (number) 80,000 (1989) l00,OOO (1998) 

5,879 Childrcnaomp1cting 
primaryschoolwboan 
liaaatc and numerate 11 % (1988) 80% (1995) 

4,266 Eorollmcnt rate - 
indigc~ous-pOplllati011-- - 3096 (1989) 34% (1994) 

Rimary scbool completion 
rate 51% (1989) 57% (1994) 

7,066 Eon,Umeot rate NIA NIA 

1344 EOrollmcnt (number) 810,000 (1986) 975,000 (1995) 

Rimary school completion 27.4% (1986) 34% (1995) 
(-1 

Rimary scb0ol caenpletion 463% (1991) 46.8% (1967) 
4349 (rate) 

hnollmcot - ghk (4th 40% (1988) SO95 (1995) 
1240 Pw (rate) 

Rimary schooI colnpletioo 
3571 (number) 19379 (1989) 

mw eotaipg fust 
-End-gfiom 

5,166 sixthgnuic NIA N/A 

. .. 
Numberofcbildr#lwbo 
complete 7 years of 

NfA primary school aa time lao/l,OOO (1988) 200/1,000 (1995) 

122% Sixth gmck completion WA NIA 

'Rogcm funding is a 3-year average of Missim momcs for the 1992-1994 period in thousands of U.S. 
dollars. Centrally or regionally allocahed rtsources are not included io this analysis. 
'Indicator9 baselioe, and expected d t s  data come from annual program performance documents submitted 
by Missiaas to rigional bmaui f a  FY '1992'- Eiclclliaea from tbi table is information f& th& Miiiions 
with  saategic plans not approved by the bureau ar witb programs "in flux" in Juae 1992. Since indicators in 
his clwter vary* annual expected results wen oot dculaed. 
NIA = data not available. 



Progmm Funding' 
Mission ($U.S. 000~) 

Critical arca protected (000s 
of alm) 

Baselineb 
Value (year) ResuR 

219.7 (1990) 576.9 (1996) 

Bolivia 5333 

Brazil WAC 

Costa Rica 633 

Dominican 3,950 
Republic 

Deforestation rate NIA NIA 

Change in forest cover NIA N I A  

Hectares defortsted 35,OOO (1991) 20,000 (19961 

Usable water provided to 310 (1m) 620 (2003) 
rural iwigatiomoctworks - 
~ a n a u o d c r  
noodestruaivc management 
in and m m d  selected 
communities 

Wastcwatcr mated (volume) 

Land under improved natural - managemalt 

Jamaica I 2.966 

Nicaragua 5,166 

Land under improved natural 
rtsomccs management 
(h-1 

NIA 

NIA 

NIA 

Table D-5 Selected Performance and Financial Data for Natural 
Resources Management Cluster 

-. 

m. 

-. 
-. 

. 

. 

I 

L. 

NIA 

Area of forcst managed for 0 (1988) 
SUStaiPBbility in model 
amagcmmt units @cams) 

mproteaed- 0 (1990) 
a a d d  parlt systan ( a m )  

Deforrstatioa rate NI A NIA 

Hecaues formally tutned 
over to organized and 
trainad warn uscr p u p s  NIA NIA 

'Rogram funding is a 3-year average of W ~ o n  nsoraces for the 1992-1994 period in thousands of US. 
lollan. Ceaaally or regionally allocated nsounw are m included in this analysis. 
'Indicator. baseline. and expected r e ~ ~ l t s  data come fmm annual program performance documents submitted 
by Missions to regional bureaus for FY 1992. Excluded Irom the table is information for thost Missions 
with strategic phos not approved by the bureau or witb programs 7in flux" in June 1992. Since indicators i~ 
his cluster vuy, annual expected results wen not calculated. 
NIA = data wt available. 



Table D-6 Selected Expected and Actual Results for International 
Trade Cluster (total non-traditional exports) 

Expected Awmge Annul Actual Average Annual 
Incmse m r  Basaline Increase from Baseline to 

Mission @em-ge) 1991 (percentage) 

Bolivia 13 12 

Earadar 12 10 

~ h a n a  n 22 

Guatemala 20 14 

Panama 10 7 

Survival 
Cluster 

Indicator 

- - -- - - -  

ORT coverage rate @aceot) 

Children fully immlmbcd 
against Dm (percent) - 
Children immunized against 
Dm' @erceat) 

ChildmfinanduPder 
wrccioated for Dm (paceot) 

Baseline 
Value 
(Y-0 
75 (1988) 

Actual 
Result 
V8:lle 
( Y ' m  



Table D-8 Selected Expected and Actual Results for Family 
planning Cluster (CPR) 

Mission 

- - -  

El Salvador 

Expected Annual Increase 
Over Baseline 

Actual Annual Increase from 
Baseline to 1991 

.5 

-- 

Kenya 1.6 1.7 

Malawi. 1.6 .4 

Mexico 42 0 

Rwanda 1.6 2.3 

Senegal .8 .7 

Swaziland 1 9 1.7 

Table D-9 Selected Expectec 
Resources Ma 

Belize Critical am protected (000s of I per) 

Guatemala 
I nsources management (bectans) 

I Area of farest managed f a  
sustainability in modcl 

and Actual Results f o ~  
~agement Cluster 

B88allno 
Expectd 

Rosul VaIuo 
Value (PO ( Y W  

Natural 

Actual 
ResuR Value 

(m0 



References 
Brown, Keith. 1992. "An Assessment of 

Strategic Objectives Framework: The 
Development and Practical Application 
of Relevant Analytic Tools." Washing- 
ton, D.C: Office of Evaluation, A.I.D. 
October. Draft Report. 

Center for Development Information and 
Evaluation. 1992. Administrator's 
Evoluanuanon Studies Agenda: F Y  1992- 
1994. Washington, D.C: Center for De- 
velopment .Information-and Wuatioe; ... 
A.I.D. June. 

Hageboek, Molly, et al. 1992. "A Review 
of the Quality and Coverage of A.I.D. 
Evaluation, FY 1980-1990." Washing- 
ton, D.C: Office of Evaluation, A.I.D. 
May. 

McClelland, Donald and Karen Horsch. 
1992. "PRISM: A Status Report of Mis- 
sion Progress." Washington, D.C. : Of- 
fice of Evaluation, A.I.D. October. 

Office of Evaluation. 199 1. Team Plming 
Notebook jbr Reld-based Program As- 
sessments. Washington, D. C. : Center 
for Development Information and 
Evaluation, A .I.D. September. 

Office of Evaluation. 1992. Procedures 
Guidebook f i r  Conducting CDIE Evalu- 
ations. Washington, D.C.: Center for 
Development Information and Evalu- 
ation, A.1 .D. June. 


